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ABSTRACT 


The purpose of this study was to describe how the planning 
component of the administrative process was carried out in relation 
to the problems created by declining enrolment in the Edmonton Public 
School District. It was assumed that such an investigation would 
provide insight into the way that district level administrators plan 
when attempting to cope with a changing situation. 

In order to carry out this task, six operational areas of 
educational administration were used as a framework for analyzing the 
problem of declining enrolment and the planning that was needed to 
meet this challenge. 

A selected sample of twenty-six people was chosen to be 
respondents in the study. The sample included nine school principals 
eight of whom were facing the problem of contraction within their own 
schools, four senior level administrators from Alberta Education, 
three executives from the Alberta Teachers' Association (two from the 
provincial association and one from the local), one director from the 
Alberta School Trustees' Association, the Chairman of the Edmonton 
Public School Board. Data were collected through interviews which 
focused on major research questions. 

The study yielded empirical data on how the planning function 
is actually carried out in a school district in the following opera- 


tional areas: school program, pupil personnel, staff personnel, 


community relations, physical facilities and management. The important 


components of the planning process as perceived by practicing 
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administrators were also identified. The respondents stated that the 
process of planning for contraction was largely the same as that as 
for planning for expansion. Only the specific problems were different. 
The results of the study led to some implications for 

administrators. One conclusion which emerged from the study indicated 
that existing theory inadequately describes how planning actually takes 
place. There seems to be a need for more knowledge of the scope of 
planning, the major variables influencing planning and the settings 


in which planning occurs. 
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CHAPTER I 
INTRODUCTION 


The purpose of this study was to describe how the planning 
component of the administrative process is carried out in relation to 
the problems created by declining enrolment. 

Most of the published information discussing planning comes 
from international sources. The general theme that is found through- 
out this literature is that planning is an effective means to bring 
about qualitative changes in education in a comprehensive and systematic 
way. Planners at all levels of education are concerned with preparing 
for future conditions, arising from a dynamic society, by identifying 
what needs to be done and determining the appropriate strategies. 

Planning research which is carried out at the district-level, 
and which is relevant to the problems that concern school district 
administrators, is still needed. Such research could provide insight. 
into the way that planning is done in a jurisdiction and therefore 
assist them to deal with complex future-oriented decision-making 


Situations. 


1.1 The Statement of the Problem 

The research problem was to explore how planning was being 
carried out by the Edmonton Public School District to meet the challenge 
of declining enrolment. In order to do this the following sub-problems 


were addressed. 
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1.2 Sub-Problems 

1. What specific plans for adjusting to reduced enrolments 

have been established or are being developed in each of the 

following operational areas: school program, pupil per- 

sonnel, staff personnel, community relations, physical 

facilities and management? 

2. What planning preceded these decisions? 

3. What objectives were considered in developing these 

plans? 

4, What was the rationale upon which the plans were based? 

5. Who were the participants in planning? 

6. What processes were used to arrive at these plans? 

7. What factors were operating to constrain the planning 

process? 

8. What are the concerns of the provincial government, the 

school district, and the schools regarding declining enrol- 

ment? 

9. How does planning for contraction differ from planning 

for expansion? 

10. What are the important components of the planning pro- 

cess? 
1.3 Perspective 

For the purpose of this study, plans are the specific adjust- 
ments that provincial, district and school administrators made in each 
of the six operational areas for meeting the problems associated with 


declining enrolment. 
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The planning process refers to the procedures that were used 
for formulating educational plans to shape education to suit the needs 
of a particular group of people. It is separate from the plans them- 
selves. 

Because the planning function is dispersed throughout the school 
district, planners include the administrators, the teachers and the 
politicians who were involved with planning changes for coping with 
contraction at the provincial, the jurisdictional and the school levels. 
These particular individuals were not necessarily officially designated 
as planners but may have been involved in planning in selected 


Operational areas. 


1.4 Significance of the Study 

Declining enrolment has many implications. Few aspects of the 
educational system will be unaffected by it. 

The present educational system has evolved within the context 
of expansion. With the decline in birth-rate and therefore fewer 
students in the schools, administrators must re-focus their thinking and 
begin to develop plans to cope with the problems that contraction will 
create. 

Canadian researchers describe the problem of declining enrol- 
ment and propose solutions for it, but write very little on the plan- 
ning process that is needed to meet the problem. 

Only a small amount of information on educational planning at 
the school district level was found in the literature. Most is 
speculative and nearly all is non-Canadian. Because there is a lack of 


empirical data on how the planning function is actually carried out, a 
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study in this area is warranted. 

The by-product of this study is a summary of the knowledge of 
skilled practitioners on the methods of planning for decline. This 
process may serve as a guide to the best practices for planning in a 
school jurisdiction. 

Finally, it would be a contribution to the development of plan- 
ning theory if there were a body of detailed case studies on organiza- 


tions in which the planning function has been analyzed. 


1.5 Assumptions 

A number of assumptions were made regarding the research design 
of this thesis. 

First, it was assumed that the sample group of respondents 
interviewed was an adequate representation of administrative personnel 
having planning responsibilities within their own organizations. 

Second, that the Alberta Teachers' Association (provincial and 
local) would be involved in planning for contraction; therefore, members 
of these organizations were interviewed. 

Third, that planning for decline was a function that was 
performed mainly at the district level. 

Fourth, that the six areas of educational administration -- school 
program, pupil personnel, staff personnel, physical facilities, community 
relations and management -- would be a suitable framework for 
investigating the planning function in this study. 

Fifth, that the respondents' answers to the questions on the 
interview schedule were honest, independent responses which accurately 


described their activities in planning. 
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1.6 Delimitations 

This thesis was delimited to the Edmonton Public School 
District: 

The only people who were selected to be respondents in the study 
were those who were involved in planning. 

Only eight schools were included in the sample, and these were 


delimited to those with declining enrolment. 


1.7 Limitations © 

The research findings in this study cannot be generalized to 
other school districts, government departments, schools or professional 
associations. 

The study was limited by the degree to which the researcher was 
able to accurately categorize and present the responses of the inter- 
viewees in the processes of analysis and transcription. 

The thesis was limited to the extent that the instrument could 
elicit reliable valid and significant information. 

Most of the sources that were available on planning were inter- 
national. There was also a lack of literature specifically pertaining 
to educational planning at the district level. These limitations were 
compensated for by doing a more general literature review, and then 
selecting only the information that was thought to be applicable to 


planning in a school district. 


1.8 Organization of the Thesis 
In Chapter One the purpose of the study and the nature of the 


problem are outlined. The scope of the thesis is also defined. 
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Chapter Two contains a review of the relevant literature. The 
review consists of two main thrusts: a summary of Canadian sources 
discussing declining enrolment, and a selected review of the general 
literature on educational planning. 

Chapter Three discusses the methodology and procedures that 
were used in doing the research for the thesis. The technique that 
was used to analyze the data is presented. 

The results of the investigation are analyzed and reported 
in Chapter Four. 

A critical assessment of the plans and the planning process 
used for meeting contraction is presented in Chapter Five. 

Chapter Six contains a summary of the study, the conclusions 
that can be drawn from the research findings, the implications of the 
study for practice and the theory of planning, and suggestions for 


further research. 
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CHAPTER 2 
REVIEW OF THE RELATED LITERATURE 


A summary of the literature concerning the problems 
associated with declining enrolment and a discussion of the process 
of educational planning is presented in this Chapter. 

The first part of the review is a description of the current 
enrolment trends. This description is followed by an outline over- 
view of the nature of the problems that are created by a decreasing 
student population. Possible responses that have been proposed in 
the selected literature are then discussed. The final part of the 
review consists of an identification of the planning process in- 
volved and a conceptual framework for identifying and analyzing the 
planning process. 

2.1 Enrolment Trends 

The Planning and Research Branch of Alberta Education 
(1978:5) reports that: 

a modest decline in Alberta total enrolments to 

a minimum in 1980 or in 1981 of some 1% or 2% 

below present enrolments is anticipated. Total 

enrolments should recover thereafter to reach a 

10-year maximum in 1987 approximately 108% to 

119% of the 1981 enrolment low. 

There appears to be general agreement throughout the 
literature, that a high correlation between population trends and 
enrolment exists. Maguire (1978) stressed the importance of recog- 
nizing that some of the factors affecting enrolments are associated 


with demographic changes on the one hand and from altering birth rates 


on the other. According to Fast (1977) and Zsigmond (1976), there has 
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been a dramatic decrease in the number and rate of live births in 
Canada. The Canadian fertility rate has now fallen below the point 
Of zero population growth. This decrease persists despite the 
increases in the number of women of childbearing age. 

The Planning and Research Branch of Alberta Education 
(1978:2) anticipates: 

a continuing decline in fertility from 2.047 births 

per woman (ages 15 - 49 years) in 1978 to 1.914 

births per woman by 1985. The rate is assumed to 

stabilize at the 1985 level in 1986 and 1987. 

Maguire (1978) and Loken (1972) suggest that another 
Significant reason for the decrease in population is the net 
migration of people which in turn is affected by the relative 
selectivity of Canadian immigration laws. However, as indicated by 
the Planning and Research Branch of Alberta Education (1978:2), 
migration patterns in Alberta differ from those of Canada as a 
whole. They report that: 

positive net migration to Alberta will rise beyond 

the average of 38,000 in the last three years, to 

a maximum of 56,000 persons in 1982-83, in response 

to construction throughout Alberta of large-scale 

industrial projects, and will decrease to 34,000 

by 1987-87, as these same projects become operation- 

Gabe 

At the school district level, enrolment figures are compli- 
cated by population shifts caused by such factors as the availability 
of economical family housing, employment opportunities, inner city 
mobility, and the flight to suburbia (Fast, 1977). Zsigmond (1976) 
identifies the main determinant of enrolment at any level of 


education to be the size of the relevant population. 


Schwartz (1977) stated: 
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...the impact of enrolment decline on a school 
district will be a matter of proportion rather than 
of absolute numbers of students lost. Districts 
with lower initial enrolments, which have an 
inherently lesser degree of fertility than their 
larger counterparts will be more seriously affected 
by decline of equivalent proportions. 


2.2 Impact of Declining Enrolment 

In the section that follows an attempt is made to examine 
the impact of declining enrolment on the six operational areas of 
educational administration identified by Miklos (1975). The 
components include: school program, pupil personnel, staff personnel, 
community relations, physical facilities and management. 
School Program 

School programs, especially those in high school which are 
very sensitive to changes in enrolment, will be affected as enrolment 
levels rise and fall. A comprehensive curriculum can exist only if 
it iS supported by large numbers of students. Therefore, some 
sections of the core courses may have to be suspended while other 
courses, namely the technical and vocational subjects, credit 
physical education and the fine arts may be eliminated altogether. 
Piirto and Kerr (1977), Scharf (1972), Broker and Hawley (1974) also 
agree that smaller numbers of students necessitate a corresponding 
reduction in the quantity and variety of textbooks and equipment. 
Thus as provision for a variety of educational programs becomes 
more difficult and costly, a deterioration in program quality may 
result. 


Pupil Personnel 
As Schwartz (1977) points out, the variety of pupil personnel 
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services needed in a school district is not directly related to the 
size of the school age population. However with educational funding 
dependent on enrolment levels, it is difficult for the required special 
services to be provided in districts with declining enrolments, 
(Schwartz,1977; Zsigmond 1975). According to Hickcox and Ryan (1979) 

a paradox exists: the value of special programs and services is 
generally recognized to be an essential component of high quality 
education, but at the same time the government funding and public 
support for them has been reduced. 

Another problem concerns organizing pupils into groups 
which are large enough in number to be economical and then matching 
them with the available Space and staff personnel. This may include 
the tasks of amalgamating several grade levels into a single class- 
room, consolidating schools or busing students from areas of declin- 
ing enrolment to those areas which are more stable (Jackson, 1978). 
Staff Personnel 

The requirement for teachers at both the provincial and 
school district levels is determined by three factors: overall 
staffing ratios, enrolment and attrition. As the student population 
decreases a problem of teacher supply and demand is created. In the 
opinion of Schwartz (1977), a surplus of teachers does not suddenly 
appear. Rather it is an irregular occurrence resulting in an over- 
supply of teachers in a particular area of expertise and then 
eventually in an overall excess of professional staff so that the 
total teaching force becomes greater than that which is provided 


for by board policy. For financial reasons, school boards are likely 
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to feel constrained to reduce staff as enrolments decline (Duignan 
and Ponder, 1978). 

The question that Hughes et al (1978:24 raise is: "Which 
teachers are to be laid off?" School boards may soon be in a 
position where they not only must dismiss incompetent and non- 
tenured teachers, but also must decide which of their competent and 
experienced staff will be released from permanent positions. 

Coleman (1973) addresses some of the consequences that 
ensue when it is necessary to reduce school staff. He argues that 
additional time demands are put on a diminishing school staff by 
the relatively constant teaching responsibilities that are required 
both during and outside of school hours. Moreover, due to the 
requirements of multi-graded classrooms, teaching methods must be 
diversified and the amount of effort expended on preparing lesson 
plans is increased. In contrast to the specialist of ten years ago, 
the generalist who is competent at teaching various grade levels 
and who possesses a broad base of skills and knowledge is now needed 
(Broker and Hawley, 1974). 

Another affect of declining enrolments on staff personnel 
is discussed by Hughes et al (1978). They observe that it is 
becoming necessary for administrators within a school to expand their 
role to include part-time or full-time teaching responsibilities 
which means that they must carry out their administrative tasks 
under more demanding time constraints. In addition, there is a 
reduction in the number of available administrative positions from 
the level of central office down to department head. As opportun- 


ities for promotion are eliminated, bright, young, ambitious 
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teachers move to those school districts where they can be assured of 
better chances for career mobility. The net result is not only the 
loss of the most promising and capable staff members and the input 
of fresh ideas from new personnel, but also a reduction in staff 
morale (Jackson, 1978). Wilson (1977) cautions that the negative 
effects of an aging teacher population on education in general must 
not be dismissed as insignificant. 

Community Relations 

As enrolments decline, school buildings become vacant. 
Hickcox and Ryan (1979) observe that a typical phenomenon in urban 
communities is that some schools are seriously overcrowded, while in 
others the student population is not large enough to justify the 
existence of the school. They suggest that social problems may 
arise when it is necessary to transfer students from families with 
low socio-economic status to schools with surplus space in high 
socio-economic areas. 

A community is disrupted in the event of school closure 
because the neighborhood school is not only the center for educating 
children, but in some cases it is also a recreational center (Piirto 
and Kerr, 1977). Other unpleasant occurrences follow the loss of a 
local school. Children must attend schools some distance away from 
their homes which often involves urban transportation problems, 
and as a result property values may decline (Fast, 1977). Further- 
more, Hickcox and Ryan (1979) state that ratepayers, many of whom 
are non-parents, believe that teachers salaries are too high and 


that educational taxes should not continue to rise in the face of 
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decreasing services. 
Physical Facilities 

As enrolment figures shift, physical facilities become 
inadequate or inappropriate due to the need for more construction 
in expanding areas and changes in the nature of facilities in 
established areas (Broker and Hawley, 1974). In those neighborhoods 
where the demand for school space decreases, buildings become under- 
used but the required amount of maintenance and repair is not 
reduced in proportion to the reduced space needs. It is also 
challenging to provide diversified and specialized, let alone the most 
basic, programs when alterations are necessary in existing facilities 


(Schwartz, 1977). 


School Management 

Jackson (1978) points out that the most obvious negative 
effect of declining enrolments is the ensuing complication in the 
day-to-day operation of the school. This is the problem of 
‘coordinating the appropriate teachers, special services, supplies 
and facilities with the children to be served, and of organizing 
students into appropriately constituted classes that are large 
enough, at an economical unit cost. 

Zsigmond (1976) and Schwartz (1977) both agree that even a 
substantial increase in the funding for education will not result in 
an equivalent increase of educational services. Schwartz (1977) adds 
that the uneven distribution of fluctating student numbers makes 


it impossible to reduce expenditures in direct proportion to student 
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enrolment. Small schools are expensive to operate: as enrolment falls 
unit costs are likely to rise. The smallest schools have the highest 
per pupil operating costs, which decrease until enrolments grow to 

the size of those in the largest urban and suburban districts. Then 
costs begin to increase with enrolment. Fast (1977) also recognizes 


this problem and concludes that keeping open the neighborhood school 


when it is uneconomical to do so is a questionable use of public funds. 


2.3 Responses to Declining Enrolment 

The present educational system has evolved within the con- 
text of expansion. With the decline in birth rate and therefore, 
fewer students in the schools, administrators must re-focus their 
thinking and begin to develop plans to cope with the problems 
contraction will create. 

School Programs 

In the opinion of Williams (1978) and Coleman (1973) a 
decline in enrolment can be viewed as an opportunity for improving 
the quality of school programs. Better programs can be made 
possible without necessarily increasing expenditures by keeping the 
number of staff and physical facilities constant but by redistributing 
materials and human resources so that the overall instructional level 
of the school can be upgraded. 

If there is no alternative but to reduce program offerings 
then this can be compensated for through implementation of new 
technology, flexible scheduling of classes, supervised independent 
study programs and correspondence courses (Rideout, 1977; Jackson, 


1978). In addition, Coleman (1973) recommends such measures as 
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cooperative education arrangements whereby students gain course 
credits through work experience programs and interschool visits to 
diversify the curriculum. 

Pupil Personnel 

It is clear that the allocation of special services must 
bear some relationship to student numbers. Schwartz (1977) argues 
that rather than eliminate specialist or support services, an alter- 
native approach is to provide services to schools with decreased 
enrolments that are proportionately equal to those with stable 
enrolments. 

Duignan and Ponder (1978) propose that, on the one hand the 
ways in which specialized personnel are utilized in order to increase 
efficiency need to be examined and, on the other, ways of retaining 
such services through greater economy elsewhere need to be found. 
They advocate the use of differentiated staffing as a means for 
retaining and strengthening special and remedial services. 

The other task in this operational area is that of organizing 
pupils into the space available under conditions of a shifting popula- 
tion within a school district. This may be accomplished by having 
Open boundaries among schools (Maguire, 1978) and by combining 
some districts into larger units, especially where decline is making 
some systems less viable as separate units (Hickcox and Ryan, 1979). 
Students may be bussed from areas of static growth to areas of dynamic 
growth for a more uniform enrolment distribution (Piirto and Kerr, 


1977). 
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Staff Personnel 

Jackson (1978) points out that as enrolments stabilize or 
decline, there will be little or no demand for additional staff. 

As Allan (1974) and Jackson (1978) both observe, most school boards 
have various plans for making staffing practices flexible without 
necessarily greatly reducing or destroying job security. In the 
event of surplus teachers, permanent staff are guaranteed that some 
position in the district will be available to them. A surplus 
teacher may first be placed as a full-time supply teacher with no 
change in contract status and then re-assigned to the first appro- 
priate vacancy on staff (Allan, 1974). Scharf (1972) and Jackson 
(1978) both agree that with the predicted return to multi-graded 
classes, there is a need for the professional development of teachers 
through in-service training and other improvement techniques such as 
educational and sabbatical leaves. 

According to Jackson (1978) non-replacement is the most 
common method for reducing staff. Other means include early retire- 
ment schemes, job sharing plans and term renewable contracts. 
Reciprocal arrangements whereby teachers from neighboring school 
districts are exchanged to fill positions that are not available at 
the teacher's own board; promotion, and leaves of absence are other 
possible ways for reducing surplus staff (Jackson, 1978, Fast, 1974). 
Schwartz (1977) recommends the early release of those teachers who 
are unable to improve their pedagogical skills when such improvement 
is required. 


Duignan and Ponder (1978) advocate four criteria for staff 
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reduction: 1) seniority which they regard as being important from 
the humanitarian point of view and for staff morale, 2) qualifica- 
tions, since the finding that student performance varies directly 
with teacher qualifications is supported by research, 3) teacher 
competence, because it is essential for the development of skills in 
the student, and 4) the level of priority of any school program and 
the value of a particular teacher to it. Scharf 97259) believes 
that the only person who is capable of deciding which teachers 

should be released is the principal "who should supply the recommend- 
ations and justification for the dismissal of the teacher." 

Hickcox and Ryan (1979) caution that to avoid false economy, 
the reduction of administrative staff should be based on serious 
study of the consequences of the action. They advise that central 
office personnel should be removed only if it has been arranged that 
the duties of an individual be carried out by others in the school 
system. Jackson (1978) suggests it is possible that members of the 
experienced and professional staff of the school assume many of the 
functions and duties of the consultants and coordinators of the 
central office. The role of the principal could also be changed to 
become more of a system-wide management position to include many of 
the supervisory duties that are normally the responsibility of the 
central office. Finally, another alternative suggested by Schwartz 
(1977) is the practice of rotating rather than continuing supervisory 
appointments. Under such an arrangement, supervisory positions would 
have the same status and salary as that of the principalship, and 


appointments would be for a fixed rather than for an indefinite 
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term, and would be rotated amongst the district principals. 
Community Relations 

According to Jackson (1978), many of the problems associated 
with declining enrolments may be alleviated by implementing the con- 
cept of community school. His rationale is that the community school 
is a logical way to make use of surplus school space, and that broader 
more flexible education programs can be offered so that students who 
leave school when it is legal for them to do so would be encouraged to 
continue their education. The provision of new educational opport- 
unities would also recruit adults which could in turn create new 
forms of funding and possibly new funding agencies. Furthermore, the 
public and political support for schools would be broadened because 
in the community school related services are brought together which 
reduces expenditures. Finally, teachers could have similar but 
alternative kinds of jobs such as designing programs, recruiting 
resources, providing instruction for a variety of people and strength- 
ening relations amongst members of the community. 
Physical Facilities 

Schwartz (1977:40) raises the question: "What is to be done 
with space no longer occupied by the number of children for which it 
was intended?" In the opinion of Rideout (1977), there seems to be 
few reasons why schools cannot share the same buildings and equipment. 
However, Hickcox and Ryan (1979: 8) found that in their study the 
respondents indicated that it would be extremely difficult for boards 
to obtain community support for the sharing of facilities between the 


public and separate systems despite government pressures to do so. 
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According to some writers vacant classrooms can be used for 
improving the quality of education. For example, they can be used 
as a solution to overcrowding (Fast, 1977) or they can be converted 
to be used as space for special program facilities such as labora- 
tories, art studios and rooms for remedial and enrichment programs 
(Rideout, 1977). Other possibilities include renting out surplus space 
to non-educational groups such as senior citizen and business people 
(Fast, 1977) or closing off unused areas of school buildings to save 
on maintenance costs (Hickcox and Ryan, 1979). 

When enrolments decline, decisions about closing schools 
will have to be made. Schwartz (1977) describe school closure as a 
ae stage process. The first stage is ascertaining “educational 
viability, economic viability and geographical necessity." 
The second stage is the actual decision of whether or not to close 
the school. Schwartz (1977) argues that the decision for closure 
should be accompanied by the following supporting data for both the 
candidate and receiving schools: enrolment projections, program 
details which include an outline of the available curriculum and 
Support services, a discussion of the philosophy and overall descrip- 
tion of the schools, and staffing details. Rideout (1975) advises that 
a board may wish to include guidelines for appealing decisions to 
close designated schools. Moreover, Schwartz (1977) and Fast (1977) 
agree that from the very beginning the community must have helped 
make the decision to close a school and should be involved in the 
investigation of the alternative future uses of a chool that has been 


closed if good school-community relations are to be maintained. 
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School Management 


In order to cope with the financial problems caused by 
decreased enrolments, alternative funding procedures need to be 
implemented. The opinion of the respondents in the Hickcox and 
Ryan study (1979) was that the use of per pupil costs as a basis 
for educational funding is obsolete. Hickcox and Ryan (1979) 
Suggest that program grants be substituted for per capita grants 
and that financial planning be done at the local level so that 
realistic policies can be developed. Another suggestion made by 
Hughes et al (1978:26)"is that there is need for an indication of 
the level of funding to be expected (from the Province) on a three 
to five year basis so.as to allow for specific long-term planning." 
These plans should take into account expenditures such as trans- 
portation costs, capital costs, building maintenance costs and 
staffing costs (Sutherland, 1977). 

This section of the review discussed some enrolment 
trends in Alberta and Canada as a whole, the impact of declining 
enrolment on the six operational areas of educational administration 
and possible responses to the problems created by contraction. 

The next section is an overview of the major aspects of 
planning. It begins with the desirability of planning. A discussion 
of the participants in planning and of the components of the planning 
process follows. Finally, some constraints on the planning process 
are identified. Because most of the literature comes from interna- 
tional sources describing planning at the national level it may not 
necessarily be characteristic of planning at the district and school 


levels. 
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2.4 The Desirability of Planning 

Many writers make prescriptive statements about the nature of 
good planning, that is they indicate what planners should do. Effective 
planning is, equated with and part of good administration, (Lyons, 1970) 
and it provides an essential service to decision making (Tracz and 


Burtnyk, 1972). 


The nature of planning implies rationality, that is, it 
involves "the careful weighing of evidence and information on the 
basis of which various alternatives can be considered" (Tracz and 
Burtnyk, 1972:45). Therefore the likelihood of making rational 
decisions is increased with planning (Worth, 1972). 

In addition ra being necessary for rational decision making, 
Ingram (1972) points out that planning is an integral part of the 
policy-making process. "The establishment of policies which provide 
the basis for future action that is coherent, systematic and purpose- 
ful" are the result of the linkage between planning and policy-making 
(Neal, 1967:7). 

Neal (1967:10) also claims that the "lack of planning in 

education may in fact limit the possibilities of human choice," 
Thus, a focal purpose of planning is to help decision makers to make 
better choices "not to lead to conformity" but rather to increase the 
possibilities for action for both individuals and for members of the 
system as a whole or parts of it (Neal, 1967:7). 

Limited resources can be utilized more effectively and 


efficiently through planning so that the quality of education can be 
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systematically increased over a period of time (Neal, 1967). The 
results will be an overall improvement of the educational system 
because the development of programs which are more closely related to 
the needs of students and society will be facilitated (Miklos, 1972; 
Gurugé, 1970). 

Innovation, and orderly and systematic procedures for bring- 
ing about and coping with changes, are made possible by planning 
(Miklos, 1972). The existing situation will be corrected and improved 
in some fashion by the changes that are designed (Morphet et al., 1971). 
Quality education is not necessarily ensured by planning, but even 
average education is difficult to achieve if planning is lacking 


(Neal, 1967). 
In the opinion of Morphet et al (1971:32), "the basic pur- 


pose of planning is the achievement to the highest degree possible of 
defensible goals that relate to all aspects of educational operations." 
Greater productivity in a school district will come about when goals 
are aspired to in a systematic way rather than through a method of 
haphazard improvization (Neal, 1967). A higher degree of goal attain- 
ment is possible because conflicts between competing priorities and 
amongst strategies for managing programs can be resolved by planning 
(Riffel et al., 1970). 

Finally, research is assisted, problem identification is 
assisted and information used to evaluate programs is generated, 
because appropriate procedures by which relevant facts may be gather- 
ed and data analyzed are provided for by the planning process (Morphet 


et al., 1971). 
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Greenfield et al. (1969:14) state that: 


Without planning a school system is liable to make 

three fundamental errors which reduce the overall 

effectiveness of its educational programs and which 

lead to a waste of resources. These errors are: 

1. The system does not know what it is doing, i.e. 

no clear sense of purpose guides the decisions in 

the system. 

2. The system does not have sufficient information 

about the programs relevant to that purpose. It 

also lacks a basis for comparing the costs and 

benefits of alternative programs. It is difficult 

to tell whether new programs would be more effective 

than those already in operation. 

3. The system has no reliable standards for evalua- 

ting the effectiveness of its programs, either new 

or existing. Lacking reliable standards, the system 

seldom if ever evaluates its programs. Change in the 

system is determined on the one hand by tradition or 

inertia and on the other by fads, pressures and 

enthusiasms of individuals. 

Plans must be made flexible and adaptable, in order to avoid 
waste, duplication and rigidity (Hemphill, 1970). To some extent, 
this is limited by the availability of trained personnel as well as 
the quality of administrative leadership in the operation (Gurugé, 
1969). 

2.5 The Participants in the Planning Process 

Worth (1972) recommends the philosophy of participatory 
planning. This ideal requires that all citizens be involved in deter- 
mining the nature of Alberta's educational system. The planners should 
include students and parents, elected officials and community workers, 
business people, trustees and taxpayers. "Some school systems make 
effective use of an advisory committee on planning" (Neal, 1967:16). 


Bumbarger et al. (1972) state that the school system is the 
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operational level of planning, that is, the level that implements 
policies and plans formulated at the provincial and district levels. 
The term school system is used by Greenfield et al (1969:18) to refer 
to all personnel who are responsible either directly or indirectly 
for the operation of educational programs in a school district. 

They specify that there are three groups of personnel involved: 
school board members, administrators and teachers. In a study done 
by Goldman and Moynihan (1976) on educational planning at the school 
district level it was found that two main categories of people were 
involved in planning: (1) professionals and a mix of professionals 
and community groups. However; Neal (1967) claims that the major 
responsibility for planning should be assumed by the school trustees 
and the superintendent since planning is an integral part of policy 
formulation. Goldman and Moynihan (1976) stress that it is the 
responsibility of the superintendent to facilitate the process by 
(1) active leadership or (2) by approving plans that were made by 
subordinates. It is the responsibility of the superintendent to 
insure that all planning proceeds concurrently and is properly 
co-ordinated. 

Worth (1972) suggests that the necessary involvement of a 
concerned society is more likely to occur in a system where effect- 
ive central co-ordination is combined with decentralized control. 
Although certain aspects of planning may require unique types of 
expertise which might be centralized, the total planning function can be 
decentralized to include both professional and lay people at the 


central and local level. 
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The experts act in an advisory capacity by obtaining the 
pertinent information, making the necessary analysis and presenting 
it for consideration to the decision-making groups who use it for the 
planning and policy-making process. These experts may include members 
of various private consulting firms, research teams and universities 
(Goldman and Moynihan 1976). 

According to the Worth report (1972), the Provincial govern- 
ment must make provisions that permit a high degree of local, instit- 
utional and individual input. The planning unit would serve this 
purpose. It would take the form of a government agency that co-ord- 
inates, supports, and supplements the work done by the four existing 
educational divisions. These include: early education, basic education, 
higher education, and further education. Its prime objective would be 
to collect data from the four divisions and from the public so that 
legislative and departmental personnel can make informed planning decisions. 

In the opinion of Gurugé (1969), the existence of planning 
organizations at each level is not without limitations. The more the 
planning process is decentralized, the greater the likelihood of losing 
perspective and the greater the danger of being preoccupied with 
parochial and local considerations. 

Thus the participants in planning may vary with the level at 
which planning takes place. At the provincial level they may be 
mainly the politicians who consult with experts in a particular 
planning field, at the district level planners may be central office 
and school administrators while at the school level they may be 


principals and various community or parent groups. 
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Depending upon the structure or who is involved, the planning 
process or how planners accomplish the planning task may alter. The 


planning process is the subject of the following section. 


2.6 The Planning Process 


Planning is critically linked to the availability and 
reliability of the information supplied by the relevant feedback systems 
(Hemphill, 1970). The absence, inadequacy or inaccuracy of data affects 
the ability of planners to adjust to future behavior in light of past 
performance. Gathering and processing data do not constitute planning. 
Nor is the forecasting of retention and enrolment figures over a period 
of time a plan. These are only the tools for planning, and the efforts 
that should be expended on them vary directly with their anticipated 
ability to contribute to realistic decision making (Gurugé, 1969). 

This fact has to be constantly born in mind when 

research units, entrusted with their collection 

and preparation show a predilection for amassing 


vast quantity of data of little use to planning though 
extremely valuable for history (Gurugé, 1969:115). 


The Components of the Planning Process 

One way to conceptualize planning is to consider it as a 
process composed of the various planning tasks involved. Many 
writers have identified different components of the process. A 
synthesis of these components appears in Figure 1. It includes 
diagnosing present conditions and recent trends, assessing needs, 
determining and selecting goals, assessing resources, establishing 
objectives, developing programs, developing procedures, scheduling, 


evaluating, and revising. These activities are interdependent and 
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presented in a sequence in which they might logically be performed. 
Diagnosing Present Conditions and Recent Trends 

This stage is necessary so that planning is done in the con- 
text of political and social reality and to allow planners to examine 
changing circumstances. 
Assessing Needs 

A good definition of the problem or needs to be planned for 
is essential so that the solution(s) follows logically. Anticipation 
of future problems is necessary to avoid a short-range planning out- 
look and to prepare for demands of the future. 
Determining and Selecting Goals 

On the basis of the needs that are determined, goals that are 
desirable and attainable are selected. The goals are targets for which 
planners strive. They also give direction to future action and 
set precedents for future action. Examples of goals might be to 
implement community programs, to expand the option program in the 
school or to increase the special services for pupils. 
Assessing Resources 

The term resources includes human, material and financial 
ones. A written appraisal of expected expense projected against 


anticipated income is also done here. 


Establishing Objectives 


At this stage, objectives which are within the means of the 


school system to attain are established. The areas which might be 


concentrated upon in terms of priorities are determined so that a 


series of programs capable of being achieved in a reasonable period 


of time can be developed. 
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Developing Programs 


A program is a sequence of activities designed to give a 
step by step approach to guide the action necessary to implement 
policies and accomplish objectives. Because there will be many 
possible alternative programs to achieve each educational objective, 
the school system should determine what these alternatives are and 
then analyze them. Alternatives are identified by using planning 
tools such as modeling and simulation, research or scenarios. 
Developing Procedures 

This function is very close to the preceding one, but is 
a more detailed statement of the most efficient and effective means 
for performing the work or carrying out the program. "If only one 
procedure for effecting a desired change is proposed and considered, 
then there can be no defensible way in which it could be described 
as the best" (Morphet et al., 1971:30). 

Scheduling 

This is the process of establishing a time sequence for 
achieving goals and of co-ordinating new programs with those already 
in operation. Long-range and short-range plans are integrated and 
the necessary controls are implemented to ensure that any impending 
conflict of plans may be avoided. 

Evaluating 

The programs selected to achieve the goals are monitored, 
and the extent to which the goals have been achieved is assessed and 
evaluated. The results of the evaluation should then be made avail- 


able through an information system to all other relevant planning 
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phases. 
Revising 

Appropriate planning includes provisions and procedures for 
modifying goals, objectives or means on the basis of the information 
gained in the evaluation. 

Effective planning not only involves the effective perfor- 
mance in each of these but also depends upon co-ordination of the 
planning activities. 

A basic assumption of planning is the intention as well as 
the capacity to change the status quo; therefore, planners must assess 
very early in the process what can be changed (variables) and what 
cannot be changed (constants) (Guruge, 1970). 

There is in the field of education, only one main 

‘constant' namely financial resources. All other 

factors, perhaps with the exception of the optimum 

capacity of the building trade, are variable in 

the sense that adjustments and modifications can 

be made in them to the extent that funds are 

available. 

The principal variables are (a) pupils (b) teachers 

(c) time (d) control (e) structure (f) methods (g) 

evaluation (h) physical plant and facilities (i) 

additional financial resources. 

Out of all these variables rarely does the educa- 

tional planner use anything other than: (1) number 

of pupils to be enroled, (2) number of teachers to 

be employed (3) teacher/pupil ratio, (4) number of 

working hours and allocation of periods, organizing 

double sessions to avoid congestion (Gurugé, 1970:61). 

Because "policies and planning occur in close proximity to 
each other" (Miklos 1973:17), political factors enter into almost 
every phase of the planning process and may function as constraints 


on the planning process. 
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2.7 The Political Constraints on the Planning Process 

In the relationship between politics and planning, Beeby 
(1967:21) states that"political forces in the broadest sense of that 
term may be considered as operating in three different modes.’ They 
are the Weltanschauung, pressure groups, and personalities and 
attitudes of the planning officiats. 

The Weltanschauung 

The freedom of members of a planning agency to decide on any 
list of priorities is not only explicitly circumscribed by the 
political and social philosophies which are openly supported by the 
government, but it is also limited in a more powerful and subtle manner 
by the paradigm from which planners operate (Beeby, 1967). 

A paradigm is the conceptual super-structure that provides 
the framework for the identification of scientific problems and for 
the selection of techniques that can successfully solve those problems. 
"A paradigm is established when a particular scientific community at a 
particular time has reached a certain consensus on some fundamental 
research assumptions based on successful past experience" (Deblois 
1978: 3) 

Deblois (1978:4), points out that Masterman (1970:61) has 
identified three basic dimensions of a paradigm as conceptualized 


by Kuhn (1972) 


a) The Metaphysical Dimension 


In this perspective, a paradigm is refered to as a 
‘world view', which provides a rational base for 
what scientists do. A paradigm possesses an 
ideological component, that is, a body of ideas 
reflecting the social needs and aspirations of a 
particular individual or class. 
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b) The Sociological Dimension 
This refers to the adherence of a given community 


of scientists to an established scientific 
tradition in a particular place at a particular 
time. 


c) The Construct or Methodological Dimension 
In this dimension, a paradigm is a tool which 


can be used to conceptualize and to solve 
scientific problems. 

Pressure Groups 

Planning is constrained "by the number and diversity of 
interest groups and their power to influence decisions (Friedman, 
1967: 235). Proposed plans are not likely to be implemented unless 
they are “considered necessary by a substantial number of concerned 
citizens". Nor may the proposals resulting from planning be accept- 
able by the staff or citizens of the school system, if they view 
them as having been formulated by outsiders (Morphet et al., 1971:49). 

According to U.N.E.S.C.0. (1970), the problem of profession- 
al, social or personal resistance to change is the most serious one. 
Perhaps a major reason for this is the slowness of society in general to 
accept the notion that planning for social change is not necessarily 
a totalitarian philosophy. Planning as an important means for solving 
current educational and social problems does not preclude democracy, 
nor is central control over individual self-determination a foregone 
conclusion (Morphet et al, 1971; Guruge; 1969). 

Gurugé (1969:163) observes that: 

It is not unusual for the educational executive 

to disassociate itself from a document until it 

feels 'the pulse of the people'. The common 

strategum is to issue the document as a piece 

of work of technicians and if criticism mounts 


to denounce the technicians as either theoreti- 
cally or politically naive. 
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Administrators at both the regional and local level require 
both technical and political skills in planning since both the nature 
and the substance of the plans is "a matter of intense interest for 
many different groups" Lyons, 1970:87). An essential political skill 
of planners without which little development or progress can take 
place is the ability to “set targets which fire popular imagination" 
(Gurugé, 1969:119). However, Gurugé (1969:163) cautions that planners 
Should avoid the pitfall of succumbing to "manufactured public 
opinion", that is, "the opinion of an interested few which is blown 
into a magnitude far above its real size as a result of the control 


that group has over the mass-media." 


Personalities and Attitudes of The Officials 

In the making of plans, planners with no obvious political 
bias, can allow their own values and social philosophies to over- 
shadow their technical expertise when selecting which issues should 
be given priority and deciding whose interests should be served (Beeby, 
1967). 

Ruscoe (1969:21) points out that "the fusion of technical 
and political decisions contributes to the politicization of know- 
ledge," that is strategic decisions are made on political grounds 
alone. 

There are several adverse consequences of the politicization 
of knowledge. First, there is lack of clear educational policy for 
distinguishing which areas of the plans are to be controlled by the 
planner as technician and which fall into the province of the 
politician. Second, no distinction is made between those objectives 


which are politically derived and which are therefore subject to 
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political alteration and those of a technical nature which are subject 
to technical alteration. This may lead to the debating of issues on 
policy evaluation and change on the wrong grounds. Third, if the 
planners own area for making technical decisions is confused so that 
the technical and political expertise becomes indistinguishable, then 
the planner becomes vulnerable to the whims of the politicians. 
Fourth, the politicization of knowledge affects the way the planners 
work is to be used in that the plans are implemented for political 
reasons rather than for sound technical ones. Finally, the planner 
may be given the responsibility for putting the 'trimmings' on plans 
which have objectives and means that have been determined on political 
grounds (Ruscoe, 1969). 

Anderson (1967:19) states that "however defensible or 
desirable some of the political accommodations may be," they undermine 
educational planning so that the planning task becomes one of 
"manoeuvering available resources to minimize political unrest’ rather 
than to develop plans which are adequate and appropriate for the 
Situation at hand. But it must be recognized that planning is a 
futile process without an interdependent relationship between the 
expert and the politician. Failure to achieve this synthesis will 
mean that the plans will not be carried out, or the policies that 
are adopted being exclusively political will be technically inadequate 
(Friedman, 1967). 

In formulating plans, there are problems related to the 
decisions on how scarce resources will be allocated to support 


various competing programs. There are always social and political 


34 


~ 


Biah 
IG Te ve 
she ae 
; ‘a I 
he \ 

u, 

"> 

| 
oF Taer 


kd 

wet 

6 
> 
- it. 


nanT" 2 


et 


aseupabinni liaise “a AM cea Put ani, ee gees at 


as 8 agit an Sid slied 


ie vem uaa a 4 otis. Cl 
ee A EM (ht) 10 PV or ae th ‘a Pts 
hi a 
tr 7 i. 
" & Fi i} 
Hse sia ae Hoes PS Tg A had oa or 
p a ai bh any ‘ 
h ePID 5 VOW toaee aa 2 4 tS 
? n i a nA : ‘ 
ae eee Ps Pind’ bik 
ri ’ , rivet ia y the Pees 
~ Pony = ; fh 
« 7 a ry ae i wi a. a is 
of ie Y 
vo “Ohidepe Ne 
‘ -— ell f 
Kt ’ ré i Se PA Dubceh ong \ 
y : , y ; ‘ 9 
aD wy vio] abate og 
‘Bi ‘ey Pg) v i 
rap ah .s n ie ie 
ft Pek ia vs i | 0b hed th i! bf hee 
; 4 dy p 
1, | f , i teh yy eer 
’ ai 3 , uot hd Pe 
De a 
hy 
y ’ i a 
t j eee | ei 
a | y ‘e { a re ae a 
ih 
ry Sane vy Winton rors OF 7 . 
\ oe ‘ft kai eh VOTE 2 SCC PLY Df : OF, iy ‘fad slit: vo wy aie 


ie PB. hoe i oe er 4 are ae at 
; ry p oH OT ) 3 ar id ) i” ae r oO f i an nif G artis. a anit ‘8 gn ; re 5 
& ae REakS EM 3 avr nde Oy ce 4 lara 


vO? a 0 ‘tal 0 ra ‘ios, ity | ab he '’ ‘i: tsi Png , dah vi 


nmi ‘Wp ak Ase 1 sbiose “oat ante x 
al aaiiiys is eran 4 er nag iat hla: ant tin 5 


‘ee et ran a 


1 ne y 
be a i ec a i 
OMe Me eee Lanterns bo exo apie 


bs ier int Ay VW 


ot Se eae oe , ree ye 
a i ' AJ a Pg FAD RAD a 4 ied og © bi a uv, ati f a t 3 4 rh ; 


" Ae 
Re LY, ‘ 
ce is! aa 


4 
L sig @re, « 


i L inh 
4 


iy hesrue! ' hn 


i 


eatin; re; Fede EO aioe, ‘eg. 2 tl, i. na 6.00 


aN 


Agi = 


MBARNEEN Va GE | a a 


ey r 


2 ee pa oF be | mY. 4 ‘ 7 ae ) ; he 
a ais) asl e2tigha, wont 


30 


implications when it is decided to fund one particular plan over 
another (Tracz and Burtnyk, 1971). Friedman (1967) identifies the 
problem of the dependency of planning activities upon the financial 
help of private enterprise since problems such as monopoly and 


entrepreneurial behavior may be encouraged. 


2.8 Chapter Summary 

This chapter contained a selected review of the literature. 
The first major section included only Canadian sources discussing 
three aspects of the problem of declining enrolment: current enrolment 
trends, the impact of declining enrolment, and possible responses to 
the problems created by contraction. 

The decline in birth rate, migration patterns, the general 
aging of the community especially in inner city areas, and the flight 
to suburbs were factors influencing enrolment patterns. 

The literature identified possible problems in each of the 
Six operational areas of educational administration. The impact of 
contraction on school program was a reduction in the quantity and 
variety of program offerings. In pupil personnel, it was a decrease 
in the number of special services available to students. Redundant 
teachers became a problem in staff personnel. The cost of maintaining 
vacant school space was the challenge in physical facilities. In 
community relations the major problem was the disruption of a community 
in the event of school closure. Finally, in management, there was the 
difficulty of coordinating the appropriate teachers, special services, 
supplies and facilities with the children to be served and of organiz- 
ing students into appropriately constituted classes that are large 


enough, at an economical unit cost. 
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A possible response to the problems imposed on school program 
by contraction was keeping the number of staff and physical facilities 
constant, and redistributing the material and human resources so that 
programs could be maintained. Ways of retaining pupil personnel 
services through greater economy elsewhere was suggested. In the 
event of surplus teachers, permanent staff could be guaranteed that 
some position in the district will be available to them or that they 
may retrain so that they could teach other subjects. 

The community school would improve community relations 
because community members would be more involved with day-to-day 
operations of their local school. Sharing facilities and buildings 
by various educational and non-educational groups was suggested as a 
means of using Scenic school space. Alternative funding procedures 
were proposed as a solution for coping with school management proovlems. 

The second major section of the review focused on the 
desirability of planning, an identification of who was involved in 
planning, a description of the planning process and a discussion of 
the political constraints on planning. 

Effective planning was described as one aspect of the 
decision process within a system. The planners were identified and 
included students, parents, elected officials, community workers, 
business people, trustees and taxpayers. 

The planning process was outlined and contained the following 
components: diagnosing present conditions and recent trends, assessing 
needs, determining and selecting goals, assessing resources, estab- 
lishing objectives, developing programs, developing procedures, 


scheduling, evaluating and revising. These activities are 
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interdependent and were presented in a sequence in which they might 
logically be performed. 

The Weltanschauung, pressure groups and the personalities 
and attitudes of the planning officials were cited as possible 


political constraints on the planning process. 
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CHAPTER 3 
METHODOLOGY AND PROCEDURES 


The methodology and procedures that were used to conduct 
this exploratory study are discussed in this chapter. The sample, 
the research instrument and the techniques used to collect and 
analyze the data are described in the sections which follow. 

3.1) * The Sample 

A selected sample of twenty-six people was chosen to be 
respondents in the study. The sample included eight school principals, 
four senior level administrators from Alberta Education, three executives 
from the Alberta Teachers' Association (two from the provincial 
association and one from the local), one director from the Alberta 
School Trustees! Association, the Chairman of the Edmonton Public 
School Board, and one principal who was a former administrator at 
central office. The names of the people interviewed together with their 
titles or positions held are listed in Appendix A. 

These respondents were not randomly selected because it was 
desirable to interview only those people who were the most knowledge- 
able about planning within their own organization, even though some 
were not officially designated as planners. Central office personnel 
assisted the researcher to identify the most informative and experienc- 
ed people from the district and suggested which school principals 
would have had experiences planning for decline within their own 
schools. Thus only school administrators who were confronting the 


problem of contraction were interviewed. Personnel from Alberta 
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Education also assisted the researcher with the selection of respon- 
dents from that organization. All the interviewees in the sample were 
involved with the actual formulation of plans, rather than being 
limited to only the implementation or carrying out of plans. 

Because it was assumed that the planning function was 
dispersed throughout the school district and that the nature of the 
planning might differ among the levels of the organizational structure 
of the educational system, it was necessary to interview representa- 
tives from the province, the school and the district. Representatives 
from the Alberta School Trustees' Association and The Alberta Teachers' 
Association (provincial and local) were interviewed to explore the 
involvement of these associations in planning. 

There was no rule for determining the number of respondents 
who would be interviewed. When the researcher intuitively felt that 
no new insight into the problem of contraction and the planning 
function were being provided, and that the responses fell into a 
familiar pattern, further interviewing became redundant. 

Throughout the inquiry, the researcher reformulated the 


criteria for selecting the interviewees as new information emerged. 


3.2 The Instrument 

The instrument used for data collection was an interview 
schedule. Before the final instrument was developed, the researcher 
reviewed the literature on planning and declining enrolment to 
acquire insight into the important issues in these areas. The inter- 
view questions were based on this knowledge and were supplemented 


by information gathered from a number of unstructured interviews 
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with school principals, Alberta Education and school district employ- 
ees who were studying in the Department of Educational Administration 
at the University of Alberta. These interviewees had work experience 
that was related to planning for contraction. 

The questions in the interview schedule were open-ended but 
structured enough so that all the interviewees would provide data 
that were pertinent to the six operational areas of educational ad- 
ministration as identified by Miklos (1975). These are: School 
Program, Pupil Pansonneys Staff Personnel, Community Relations, 
Physical Facilities and Management. Structuring the questions 
around these areas also gave consistency to the focus of the responses. 
Additional open-ended questions were included to encourage the res- 
pondents to talk freely about planning activities within their own 
Organizations and their perceptions of planning activities at the 
other levels of administration, the difference between planning for 
contraction and planning for expansion and the important components 
of the planning process. The instrument also allowed the respondents 
to raise issues and questions that the researcher had not previously 
considered. 

Four different interview schedules, one for each separate 
group of practitioners, were developed to ensure that any variation 
in the type of planning that was done would be represented. The final 
draft of the instrument was given to selected experts from the field 
of educational administration for their criticism regarding the 
relevancy, clarity and appropriateness of the questions for the 


members of each group. Some slight modifications to the instrument 
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were made in light of their advice. The interview schedule is included 


in Appendix B. 


3.3 The Procedures 

The researcher requested the interviews from the respondents 
at Alberta Education by contacting them by telephone first, then they 
were sent a request letter accompanied by a copy of the interview 
schedule (see Appendix C). The research department at the Edmonton 
Public School Board contacted the interviewees at central office and 
the schools to request their permission to be interviewed. This was 
followed by a phone call from the researcher. All the central 
office interviewees and only three school administrators were given 
a copy of the instrument. 

It was anticipated that the quality of the responses would 
be increased if the respondents gave thought to the questions prior 
to the interview. The researcher found on the day of the interviews 
that some of the principals had not read the interview questions. 
Therefore, the practice of giving the interview questions in advance 
was discontinued for the remaining five principals and the interviewees 
from the Alberta Teachers' Association (provincial and local) and 
the Alberta School Trustees' Association. 

The researcher found that sending the instrument in advance 
to the interviewees from Alberta Education and central office appeared 
to increase their cooperation. However, it cannot be determined 
whether the quality of the responses was improved as there were no 
comparison groups. The fact that central office had requested the 
interviewees from the school administrators appeared to increase their 


willingness to be interviewed. 
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The data were collected from all the respondents by face- 
to-face tape recorded interviews conducted by the researcher. Al] 
of them appeared willing to talk freely about their involvement in 
planning activities within their own organization and their perceptions 
of planning in the other organizations. 

Two of the central office interviewees departed from the 
questions stated on the interview schedule. One of the interviews 
yielded data that were of value only to selected areas of the study. 
The other interview provided data that were pertinent to the politics 
of planning. 


The data were collected during February, 1980. 


3.4 Data Analysis 

The interviews were transcribed from the tapes verbatim by the 
researcher. Then the researcher extracted the data by systematically 
tabulating the contents of each group of interviews into categories 
headed by each sub-problem that was addressed in carrying out the 
Study. A second analysis was necessary to refine the first set of 
broad categories into a framework using more precise terminology. 
The headings of these categories emerged as the researcher examined the 
data searching for standard patterns of similarity and consistency among 
the responses of each group of interviewees. The data was then tabulated 


according to those criteria. 


3.5 Organization of Data 
The data are organized in a series of eleven tables. The 


planning process at the school level as described in Table 1. The 
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characteristics of planning in each of the six operational areas at 
the school level appear in Tables 2 to 7. A description of the 
planning process at the district level is in Table 8. The 
characteristics of planning in each of the six operational areas at 
the district level are reported in Table 9. Planning by Alberta 
Education is presented in Table 10. The last table, Table TAS ais 
the involvement in planning by the Alberta Teachers' Association 
(provincial and local) and the Alberta School Trustees' Association. 
Discussions of the important components of the planning 
process as identified by the interviewees and their perceptions of 
how planning for contraction differs from planning for expansion are 


included. 


3.6 Chapter Summary 

Chapter 3 discussed the nature of the sample, the instrument, 
and the procedures used for data collection. An explanation of how 
the data were analyzed and tabulated was given. 

A selected sample of twenty-six people was chosen to be 
respondents in the study. The sample included eight school principals, 
four senior level administrators from Alberta Education, three executives 
from the Alberta Teachers' Association (two from the provincial 
assocvation and one from the local), one director from the Alberta 
School Trustees' Association, the Chairman of the Edmonton Public 
School Board, and one principal who was a former administrator at 
central office. 

The instrument used for data collection was an interview 


schedule which was composed of questions that were based on the 
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literature and on information given by practicing administrators. 
Four different interview schedules were developed for each separate 
group of respondents to ensure that any variation in the type of 
planning that was done would be represented. 

The data were collected from all the respondents by face-to- 
face, tape recorded interviews conducted by the researcher during 
February, 1980. 

The data were transcribed from the tapes verbatim and then 
tabulated according to various categories. They were then organized in a 
series of eleven tables. Discussions of the important components of the 
planning process as identified by the interviewees and their perceptions 
of how planning for contraction differs from planning for expansion were 


included. 
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CHAPTER 4 
ANALYSIS OF THE DATA 


This chapter presents an analysis of the data that were 
collected from the schools, the school district, the provincial 
government, The Alberta Teachers' Association (provincial and local) 
and the Alberta School Trustees' Association. 

4.1 The Planning Process at the School Level 

Six aspects of the planning process at the school level 
were investigated. These included the initial activities that pre- 
ceded the decisions that needed to be made to respond to the problems 
created by contraction, the objectives of planning, the participants 
in planning, the conseraints on the planning process, the concerns 
of the teachers as perceived by the principal and the concerns of 
the principal. 

Seven of the eight interviews that are summarized in Table | 
contain information illustrating that school administrators saw a 
need for preliminary activities of a more general nature before they 
decided which specific changes would be made in each operational 
area. The initial strategy that preceded any specific formulation of 
plans ranged in complexity from mobilizing community support to pre- 
vent school closure to a more simpler procedure of consultation 
between principals and teaching staff. 

The objectives that were identified by the interviewees as 
being important generally focused on keeping the school open. Some 
attention was given to preventing split grades and planning within 


the limitations of the resources. Other objectives were to maintain 
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Staff and community morale, to avoid the loss of certified staff and 
to respond to the needs of the community. One principal had the 
objective of formulating tentative plans that could be modified when 
enrolment figures were definite. The principal at North Edmonton 
emphasized that the objectives for plans made within that school were 
not related to declining enrolments. 

Those who took part in the preliminary activities were 
mostly the principals and the staff members; however, at several 
schools, community members and other consulting agencies assisted. 

Almost all the respondents made specific reference to the 
decrease in school funding as a factor constraining the planning pro- 
cess. Poor communication amongst administrators at central office, 
the provincial government, and the school, and a lack of awareness by 
these groups of the planning that was taking place at each of the 
various levels were other restrictions that were cited. The absence 
of co-ordinated planning curtailed the implementation of plans at the 
school level, particularly in the areas of school programs and 
physical facilities. The principals at McKernan and Spruce Avenue 
stated that planning was inhibited by the inaccuracy and inadequacy 
of the information that was received from central office. 

The main concerns of the teachers that were identified by 
the principals were job security, working conditions and those re- 
lated to teacher morale, while they were mostly concerned about the 
reduction of programs and staff. 

Less frequently cited concerns of principals were limited 


resources, reduced services, having to request teachers to teach out 
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of their area of expertise, expecting that a smaller staff help with 
the extra-curricular activities, and the problem of recruiting 
teachers who were willing to teach split grades. 

School administrators were asked to respond to the question: 
"What do you think are the important components of the planning process?" 
A summary of the responses is presented below. 

A good definition of the problem to be planned for is 
essential. In the case of declining enrolment, the problem is: How 
much is the decline and where is it going to be? Related to defining 
the problem, is having adequate information about the situation that 
is occurring so that planning which is based only on speculation can 
be avoided. 

An accurate estimate of the resources that are available to 
work with is critical for developing realistic plans. Planning is 
mainly a matter of managing the resources within the limitations of 
the budget. 

Communications with staff members, the community, and central 
office to keep them abreast of the problem will encourage their 
assistance in finding solutions for it, as well as prepare staff 
members in advance for any impending crisis. 

The principal should have a statement of the goals, the 
objectives and the philosophy of the school so that everyone in the 
school is aware of the direction that planning should take. If the 
administrator has a vision concerning the future of the school, then 
the commitment, involvement, and co-operation of the staff will likely 


follow. 


"apnsung garnmety set. WO aby Ser, Fas yoat a a8 : Man 


itr. tight on] : eaten a it ee 
ihe aifie sats at ‘Soh 
oi teau i ant ed: tn odie at tatty, sve, sue 


a 
a 


wotad ister ca daa , 
TOY wen ta oe ieee ed Ye, Braet < 
Wail. eh NPR ng Sey ot hte coh bo ial 3 
aytaltaa of bes “ss Tat ov DPPOe | ibe rs peer ; | | 
fen tot ye Fagoee id vine — ibd 38 ty aati oa Wis : 
at ofS lees: yt Hay. 2ene4 ident ait: re sumttieg niin mh, 
Crimneth  .2ibe ortet | Be ide Het swath a eri ety 


1. 2qUTSS Fhe as neh “SUE ON S11F + at 


Pets 


" 
io ihn 
Ae 


, P 
bya 
ee 


rm 


fey. tne: Ch irumads “Silty eFaesin Sees ati pan htanrRid: 
thee” io eos be aa i wp pid ‘ot toys) BSN mn i lad we 
Prete eines. nis {Taw ai tl 90 endhiine, EAS! a 
the 1. Dighiur acne 106 16 eshgybk tt 

eit) o@ fRGE Ss PUA T +) Tremntigg! 7 a¥eq bf nena lenie ta ont 
aff af apoyyeys Jatt ae Lom iez suis ™ vigoag! itg eat ‘bie santas 
att 9] ial hwo eninned * tare nott: 390 art 1 ovwe: Bh: | ‘, 
not . Togdoe iaplt 10° outed ort pritevwano. iat 2 8 oe eontene 1 a 
‘eine? Thhw # Pintz itt yo Pai SeyaMOro bs homo Foun ie) ont | 


— 


= Satta 


50 


Finally, the ability to anticipate future conditions and to 
make the plans flexible so that they can be adapted to changes in the 
school were regarded as important skills that a planner should ac- 
quire. 

4.2 The Characteristics of Planning at the School Level 

The following six tables indicate how the planning process 
described in Table 1 relates to planning at the school level in 
the six operational areas of educational administration. They also 
indicate to what extent principals are planning for their own as well 
as for the concerns of their teachers. The tables further specify 
the kinds of adjustments to decline that have been made in the 
schools and provide insight into the way that school administrators 
made these changes. 

School Program 

Most of the activities in the operational area of school program 
that appear in Table 2 indicated that principals adjusted to decreas- 
ed enrolment by implementing or expanding the foreign language and 
fine arts options. At Virginia Park the total school program was 
changed by using a Fine Arts Core program to modify the entire basic 
curriculum. 

Four reasons for program expansion becoming attractive in a 
time of declining enrolment were given. First, the ‘back to the 
basics' movement caused school principals and central office admin- 
istrators to become more sensitive to the increased public demand to 
improve the quality of education in spite of decreased resources. 
Second, funds were given to the schools by the Federal Government 


because of its desire to promote French. Third, extra specialty 
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Staff were made available to the schools because of the particular 
expertise required for teaching options like music and French. The 
fourth reason was the actions on the part of school principals who 
wished to compete for students to increase their enrolment by offer- 


ing attractive programs. 


At Spruce Avenue and North Edmonton the number and type of 
options that were available has been limited by a decrease in the 
number of students to support them. 

The basis for change in program planning varied considerably. 
The rationale did not always relate to declining enrolment. The 
emotional social and intellectual development of the child, meeting 
the needs of the communi ty and the concern for the budget are 
several examples. Others were a direct response to contraction, to 
attract students to the school to prevent closure. 

In describing the procedures for change that were used in 
this area, most principals indicated that it was a matter of con- 
sulting mainly with their staff and the parents of the community to 
accommodate their wishes and to a lesser extent involving the students 
and central office personnel, taking into consideration the numbers 


and interests of the Students. 


Pupil Personnel 
Table 3 shows that few adjustments have been made in 
pupil personnel services since enrolments have begun to decline. 
The limited adjustment can be attributed to two factors. The funding 
for this operational area is not related to student numbers, with 


the exception of library and counselling services, and special services 
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have been given a high financial priority by the school board even 
though there are fewer students in the system. 

These services are administered at the system level; there- 
fore, the procedure used by principals to offer them in the schools 
is screening the children to identify the ones who have special 
problems, and then requesting central office to send to the school 
the appropriate personnel to deal with those problems. 

The rationale for adjustments at the school level was mainly 
based on the budget and enrolment. The library and counselling 
services were increased or decreased according to the priority that they 
were given by the principal and staff. The principal at North 
Edmonton stated that the counselling services would always be in 
great demand because of the social problems that are characteristic 
of children attending inner city schools. 

Staff Personnel 

Table 4 shows that the most frequent adjustment that has 
been made in staff personnel is that the number of certified staff 
in all the schools has been reduced with the qualification that in 
two schools more teachers specializing in French have been hired. 
However, this increase is accompanied by a decrease of staff in the 
English program. Only one principal reported that it would be 
necessary for the staff members to teach outside their area of 
expertise. 

The most common basis for adjusting staff personnel was the 
budget. The rationale for other changes included allocating staff 


according to teacher preference and to individual area of expertise, 
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maintaining good staff morale, placing teachers according to program 


needs, and staffing to avoid split grades. 


The procedures that were used to plan for staff were 
dependent upon central office staffing policy. Teachers who could 
teach the basic program were hired first, then depending upon the 
resources, personnel who could teach the options were hired. The 
procedures also involved meetings between principals and their 
staffs to discuss enrolment projections and which programs would be 
viable in the school. Redundant staff were reduced by applying 
the regulations and procedures drawn up by central office. 
Community Relations 

Table 5 shows that four school principals had a formal 
arrangement for allowing parents to give ne into school matters. 
the arrangement came about when it was realized that community 
support was necessary to keep the neighbourhood school open. The 
other four principals stated that their plan was largely a policy 
to keep parents informed on school matters and that the community 
members did not take an active role in influencing school policy. 

The procedures used to maintain good community relations 
ranged from scheduling monthly meetings with parents to conducting 
parent surveys to assess support for school programs. 

The two inner city school principals at Spruce Avenue and 
North Edmonton and the principal at Cromdale indicated that the 
demographic and socio-economic conditions that are common to lower 
socio-economic neighbourhoods were a factor in not being able to 


involve the parents of the community in school planning. These 
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principals and their publics were more concerned about the emotional 
and social well-being of the children than they were about planning 
for the problem of declining enrolment, and many of the parents were 
not even aware that such a problem existed. On the other hand, the 
schools in the higher socio-economic areas had parents who were very 
actively involved in proposing plans to keep their schools in opera- 


tion. 


Physical Facilities 

In Table 6, three principals stated that even though 
enrolments were declining, only some of the school space had become 
Surplus; therefore, they had not made any plans for space utilization 
other than for the continued accommodation of the regular daytime 
Students. The four remaining principals had planned that the redundant 
Space be used in various ways. These included locking the doors of 
the unused rooms in the building, creating double facilities, and 
making space available for use by community groups. Cromdale was 
scheduled for closure. The rationale for making the adjustments was 
based on the following factors: community use of space must not 
interfere with the regular daytime program, priority should be given 
to those outside groups who contribute to the school climate, and no 
profit making ventures should be allowed in the school. Once again 
the procedure for planning the use of physical facilities involved 
consultation amongst central office personnel, community groups which 


wanted to use the school and the principal and staff. 
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School Management 


Table 7 shows that the main adjustment in the operational 
area of school management was designed to maintain the student 
population. Offering the foreign language programs at Kenilworth 
and McNally and the fine arts core at Virginia Park were stated as 
being effective means for recruiting students to the school. The 
students were also re-organized within the schools to minimize the 
possibility of split grades and the loss of certified teachers. 

Although the principal at Malmo was concerned about main- 
taining the present enrolment level, the criterion that the 
community programs that are presently in the school must not be 
replaced by students from adjacent areas who are bussed in to attend 
the regular daytime program, was expressed as being very important. 
Once community groups leave because they are no longer able to use 
the school facilities, it is very difficult to get them back. The 
other bases for change generally focused on classroom organization. 

Advertising campaigns to inform students of attractive 
program offerings were used as procedures for student recruitment. 
However, the principals at North Edmonton, Cromdale and Spruce 
Avenue stated that because their schools were located in disad- 
vantaged neighbourhoods, and due to the low parental support for 
special options, and the lack of facilities to provide them, they 
were not in a favorable position to compete with the more affluent 


schools for students. 


4.3. Summary 
The information in Tables 2 to 7 shows that most of the 


principals in the sample made adjustments for coping with reduced 


sty ot elds seetel on dead ca id jou oad $s, tn ein 


_Denoisenaii sud ar Sar ata nade 
iwebetie i avin we “ wate 
apg Mids 18 cS | , 
2b NePedz. ay dag a i rte 
uy : hy) 
art esihaet er tw. OU 2ihomse oe ‘nti ena ’ ra ) 
eaa/sest Batt dis. 7y oat BAe ie ‘Bisley a, 


Tha Tuto Bee H0 2 eeu wer is. ‘tag? erg of 


i mi vy 


ihe hal 
| { Pm _ 
SAT Fant Riis easy Pi a hi eo draaidaie 9 vt 


ail dit eum Montes edd Uiie “arg ok eee ial 
j26 OF HT Heteud 296 odw) ore ah 


a 7 4 Ju Palit a ip eR i 4 why | vi, ¥ wh a ar t santrtiog 


Netti fasion mepete cui 0 Ne bigot ) tine ori we Be ( 


is a the To ‘ect We aright or. 2 ais onteta-vvin 


. trend ti m7 Seale | BS lesbos 1 Ati sa eeu aaatsto m mi 
opwrye bie 4% hand okie rit Hit oe a ome ad w " 


“baat wt betesat Bis, nies visit, Suma si rae ‘ 
- Ho i 1? Aetnsiy wail ay pe ne he. “: zh hb 


ee Raf y wean oF sett paey" nye te ont ve thew 


ont %a sean Sprit wore \ at maa ref not oui | 


pémwiney wah gino 18 ene outs abew’ sf gag shy 


i = il rota 
ors 7 p o 7 


} ie a 
=¥ - : 5 ; “——o MLE 
j ———- . , s - a “ - y rin 


61 


eee en>NHROCOCOOSSS ee 


uL passnq 
udp, Lyd UOLJeINpa jetdeds 
pediroutud yuezsisse 

dy} YILM BSaYY PaSSNostp 
stesod 

-Oud dALyeU4a}(e pado|areap 


3424S UILM paq_nsuod 


Squapnys 
yinuda4u 03 skep yuawdol, sarap 
jeuotssayoud ‘asnoy uado 


Suaquauw APLUNWWOD 

4Of [OOYSS BY ULYILM 
paztuebuo suorysuny {esos 
Sjuaued 0} JUaS 4d}}91| SMaU 
$J2YS YPLM POZPLNSUOS 


out} 

-youn, ye SyuapNys astAuadns 
0} spte wayoeaqy shed *g°S'd°a 
s3190f0ud 

quapnys yhnouyy speLuazew s que 
aALSuadxa soy AQuow pastes 
weuboud pastyusaape 


AjYLunuwod pue jsyeyxs SadLsso 
jeuqzuad yzyLM paz_Nsuod 


pautwexa yohpnq 


$fe4S 
pue ,edioutud uaamzaq sbutzaow 


1 


owl} UOLJYeUedaud Ppapsau Suaydeay 
Sapeubh y1,ds yuem you pLp 


sapeub 

yttds Butyoeay yo ajqeded sem 

OUM 0} SP adUaWajJaud LeUdSuad peY 
qitds 

uL sse[d | apeug yueM yOu PLP 


[aAa, JYUIaSaud ye YUaW,OuUa daa 


[aAa, JUuasaud ye YUswWLOUa da—ay 


[ooyos 

0} uaupy Lyd puas {Lim AzLunw 
-WOD APLS}NO BAL, OUM SjyUadued 
"a°S°d°q WOuf SWOUJ [PUOLZLPPe 
ynouyLM apew aq ysnw sued 


ul passnq 
aue oum szuapnys Aq pase; dau 
aq you ysnw sweuboud AzLUNWWOS 


OL}eu uaydeay {Ldnd mol 
AyLunwwod jo speob yaow 
sapeub yttds ou 


1 


Jotunf ye sapeubh yrpds aaey 03 you Adtpod *g°S*d*y 
sasse,td ybty sorunl pue Auequaowa,a paztuebuoes 


sapeuh 4t,ds omy padnpouqut 


Syuapnys 
yinudau 03 weuboud abenbue, ubtauoy past ysaape 


SqUuapNnys 4yLNudau 07 weuboud pueg past yuaApe 
weuboud uotSuawwt YydUdA4 404 
SLOOYIS uapady WOAJ SyUAPNYS zLNAda4 0} ADLLOd 


[OOYDS UaAL|Da4 JO SNyzeys sey 
yueg PLuLButfA 0F [LaAeuy OF UOLZeZUOdSUe YY 
atyqnd asn AjyLd ayy JO Seaue {Le wou} UBUpLL YD 


seaue 
quaoefpe wows Syuapnys ut Burssnq jo AzLLtqussod 


paonpau 
SOM JJOYS Patjstyuad JO SSO, pue sapeub yiids jo 


AyL{Lqrssod ayy yey, OS SyUapNys pue j4e4S paztuebuo 


JANIAW JDNYdS 


NOLNOWG3 HLYON 


ATVIWNOW 


HLYOM TINAY 


I1WAWOYD 
Wd WINTOYIA 


OW 1VW 


INMOQSNV1 


Page ee re Re ee SC rm a re 


JuNdIIOUd 


JWNOTLVY 


LN3WILSNCAY 


TOOHIS 


ee eS SSS8S80800S ao 


quawabeuew ,OoydsS ut BuLuue,td JO SdtystuazyIeuey) 


*f 91 gel 


= ies i: 


tess Heigl aes 


ag ayt Teoria. han tcudh: 
whence 

ett aah Saels: bexegreth 
Gat Eng tee et ees 
WEED oust SoS Vel dece 


mM Seerad 


‘itr 


GES 


SHIA 


si Ha) ae Mmoltds 
ii Wit fe: iat ah 
> Bere: a AUGRFS Hes 


abe: “37 oe Migutizs ts te oy Ud \witaq 


meth bag we ess al wi 


TY hi ear ag? AAAS ge! eB mel Tvbe 


Ml Ty 568 one ley ash? Deals tases 
aah 2 


iti we dei Dysitioases 


ca a 


We. a ea ans to ¥ ertieat Hace 


NaN Ati Aah 


Hie Ra 


rivcrins sgl 


_ 
a “his v 
} 2: 
eo’ 
—— ree ee 
= a” RD 


enrolments in all six operational areas. There was an overall 


increase in the number of school programs and a decrease in the 
number of certified staff in the schools. There was little or no 
change in pupil personnel services. In community relations, the 

most frequent adjustments made were provisions to keep the parents 
informed on school matters. Provision for the alternative use of 
Space was the main focus of the changes that were made in the area of 
physical facilities. The major adjustments in school management 

were measures to maintain the student population. 

The rationale for making the adjustments was generally 
determined by the fiscal restraint that was imposed upon school 
administrators because of a decrease in school funding. The 
prevention of school closure was a major basis for change in all 
Operational areas excluding pupil personnel services because this 
service is administered at the district level. 

The procedure used for making the adjustments to contrac- 
tion was a process of consultation amongst principals, teachers, 
community groups and central office personnel in all six areas, 
with the procedures in staff personnel being closely related to 


central office staffing policy. 


4.4 Planning at The District Level 

This section contains two tables. A description of the 
planning process at the district level is presented in Table 8. 
Four different facets of the process are discussed: the objectives 


that were considered by the Chairman of the Board and central office 
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personnel for developing plans, the tasks that were performed to 


formulate the plans, the concerns of the district, and the constraints 


on the planning process. 

A summary of the responses of central office administrators to 
the question "What do you think are the important components of the 
planning process?" follows the discussion of Table 8. 


Table 9 describes the characteristics of planning in each of 


the six operational areas. The adjustments that were made by central 
office for meeting the problems associated with contraction are 


identified. The rationale that the changes were based upon is specified 
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and the procedures used to make the adjustments are outlined. This table 


also indicates how the general planning process that was presented in 


Table 8 relates to the six operational areas in Table 9. 


4.5 The Planning Process at the District Level 

Three categories of objectives for setting direction to 
planning activities were identified by central office personnel: 
those concerned with the relationship between school principals and 
central office, those concerned with the relationship between the 
public and central office, and those concerned with the administration 
of the system in general. Not all the objectives relate specifically 
to planning for declining enrolment. This is understandable since it 
was stated by the superintendent that central office administration 
plans for the system as a whole, and the problem of contraction is 
just one problem among many that needs to be confronted in the total 
management of the school district. 

The fifteen tasks that were described as part of planning 


for declining enrolment by the Chairman of the Board and by central 
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office administration are listed in Table 8. The ones reported by 
the Chairman are all concerned with the utilization of school space. 
The tasks enumerated by central office administration appear to fall 
into the broad categories of maintaining effective relations with 
the board, the government and the public, and assisting principals 
to make decisions. 

A diversity of concerns was reported. Most of them appear 
to be associated with educating the public and school administrators 
to the reality that the present way that educational services are 


delivered will have to change. 


A number of constraints on the planning process were 
identified. Autonomy over resources was the most common one. It 
was difficult for central office to monitor the plans that came from the 
school for the use of the space. The bureaucratic structure of the 
provincial government and the controls over central office proposals for 
space utilization and on funding that were imposed by Alberta Education 
inhibited planning at this level. There was also a problem of 
integrating the decisions made by the community groups who wished to use 
school facilities with existing school board policy. 


Central office administrators were asked to respond to the 


question: "What do you think are the important components of the 
planning process?" Two different perspectives of the process were 
given, the first of which is highly political. 

The planner must be aware of the views of the various 
interest groups in the external environment and be able to work 
with these groups to the point where they express their views 


openly so that they too know one another's viewpoints. This is 
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important so they can be represented in the planning decisions. 

Once interest groups are represented, then a synthesis of differing 
ideas follows and good plans are the result. Knowing when to decide 
to work with opposing groups and how to make plans that are consis- 
tent with the changing values of society are significant planning 
Skills. 

In the second perspective, eleven components were identi- 
fied. A situation assessment and a needs assessment are the first 
two steps in planning. They depend upon a good information base. 
Goals and purposes and the alternative for meeting those goals must 
be identified. Relating means to goals and assessing the alterna- 
tives follows. Progress must be evaluated then new goals establish- 
ed. Creating opportunities for client input is crucial. The last 
step of the process is giving clients proper and timely recommenda- 


tions so that they can implement the plans. 


4.6 The Characteristics of Planning of the District Level 

A synopsis of the data acquired from several respondents 
from the Edmonton Public School District comprise the specific 
characteristics of planning at the school district level in each 


operational area. These data are reported in Table 9. 


School Program 

Several adjustments were made to school programs. Alter- 
native programs were implemented in schools with depressed enrolments 
with similar programs regionalized in areas throughout the city to 
avoid duplication of services and to ensure adequate support. Any 


programs that were found to be uneconomical were eliminated. 
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Because the concept of the neighbourhood school was endorsed 
by the board, with the emphasis on tha academic program, community 
members were assured that a complete basic program would be available 
for all children and it would have priority over the alternative 
programs. 

A straightforward procedure for making adjustments in school 
program is followed. School principals make requests for changes to 
central office or the planning department may recommend that a new 
program be implemented in a particular school. A community survey 
is done by the principal to determine if there is enough community 
Support for that program. Before the program is implemented, resources 
are assessed, requests for extra staff or funds are made to central 
office, and the time that is needed to implement the program is 
estimated. 

An additional interview with a former central office staff 
member gives further insight into planning for program changes and 
also exemplifies one way in which central office policy can evolve in 
response to an immediate problem. 

In 1977 it was proposed that the group B option program be 
eliminated for junior high school students. At that time the school 
board and Alberta Education had not developed specific guidelines for 
the program. Individual school staffs were allowed the freedom to 
decide which creative options they would provide for students to 
explore and how much time would be allocated for them. Many schools 
were offering activities such as horseback riding, figure skating, and 


golf. 
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Students were choosing this group of options over the A 
options which created a situation where there was a shortage of 
children in the academic options while the B options were overloaded. 
Furthermore, the B options were being offered by the community leagues 
as well as by each junior high school in the public system. 

The initial impetus for change was forced by two factors: 
declining enrolment-and public opinion. Declining enrolment made 
the B option program very expensive to operate and it did not 
appear equitable for teachers to have to teach the disproportionate 
number of students enroled in the non-academic subjects. Public 
opinion was supportive of the 'back to the basics' movement there- 
fore the time was right for emphasis to be placed on the academics. 
It was expressed in terms of stated opinion rather than formal 
complaint and reinforced by the perspective of central office staff 
that education is enriched to a greater extent by stressing the 
more 'substantial' options. 

The policy to eliminate the B options originated at central 
office level and was grounded in the objective of improving the 
Standards of education. The developmental process was simple and 
straightforward. It was a matter of having to discuss first with 
the principals the advantages of the change and then convincing the 
superintendent on the basis of administrative and public support 
that the new policy would be desirable. It was implemented by 
declaring that only a specified number of minutes per week could be 
devoted to teaching those options. 

The constraints on the planning process were only minor. 


A few school principals resisted the change. It was difficult to 
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ascertain if any of the executive personnel at central office disagreed 
with it because the organizational structure controls the lines of 
communication to the extent that the details of a formal policy debate 


are not not always made public. 


Pupil Personnel 


Pupil personnel services were not affected by contraction. 
The board members recognized that many children throughout the 
system needed the services; therefore, the same level of service was 
maintained despite declining enrolment. Those services demanding 
very specialized skills such as speech therapy are administered at a 
system level, while library and counselling are the responsibilities 
of school administrators. Special services are delivered on a re- 
gional basis and a team of specialists serves approximately eighteen 


schools in one area. 


Staff Personnel 

Many adjustments were made in staff personnel. Most of them 
were concerned with provisions for redundant staff. The board has a 
general policy that no teacher in the system shall be unemployed be- 
cause of declining enrolment. Surplus teachers are reduced by natural 
attrition or if they are declared redundant in one school they are 
transfered to another school within the system. There has been a 
move towards hiring the generalist rather than the specialist to 
avoid the problem of having teachers in the system who are able to 
teach only in limited subject areas. Principals plan staffing re- 
quirements for their own schools and if the need should arise, the 


decision as to who should be declared surplus is made at the school 


level. 
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Community Relations 


Although there was no formal plan for community relations, 
there was some involvement of community members and trustees in 
decisions to close schools. The board is reluctant to close schools 
not only because of eer any resistance, but also because of their 
beliefs that the quality of urban life is dependent upon the pre- 
sence of the neighbourhood school, and that the school should be 
the local cultural center. There is also a belief amongst central 
office personnel that the public and separate school boards as well 
as community agencies should work together to build smaller 


multiple-use facilities. 


Physical Facilities 


The maximization of the use of vacant school space was the 
main adjustment that was made in the operational area, physical 
facilities. The rationale for this action is that government fund- 
ing for new construction is based on the ‘defensible use' of exist- 
ing space within the district (this will be further explored in the 


next major section). Groups wishing to use school facilities are 


placed on a priority list in the following order: educational instit- 
utions, city of Edmonton, Alberta Education, and commercial use. 

There has been no commercial use of space as yet, because city zoning 
legislation must be complied with. Both the principal and the plan- 
ning department at central office assist outside groups to find 
Suitable space in school buildings. School buildings are closed as a 


last resort. 
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School Management 


In the area, school management, there was an informal plan 
to bus students from overcrowded to underutilized schools. It should 
be emphasized that the board does not regard bussing as a solution to 
the uneven distribution of the school populations. While bussing in 
rural areas is perfectly acceptable to the public, up to a maximum 
of one hour in the morning and one hour in the evening, there is a 
strong feeling within urban districts that every community should 
have its own elementary school within walking distance. 

Principals are allowed to compete for students to increase 


the enrolment of their schools, but there is also a formal policy 


to protect schools from loss of students. The open boundary system 
gives parents the right to send their children to the schools where 
they believe they can have the best program. However, once they 
register them in that school they may not transfer them out unless 
there is agreement between the principal of the school that they 
are attending and the principal of the receiving school. 

Central office procedure for school management has recently 
been changed to school based budgeting. Principals are given a 
quota of funds based on student numbers, and manage the funds accord- 
ing to the needs of each individual school. The school budget is 
then approved by the area superintendent and the Board. Even 
though funds are allocated to schools on a per pupil basis, there 
is provision for increased funding by the district to schools with 


low enrolment. 
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4.7 Summary 


The objective to make the principals aware that they 
themselves must make the adjustments to decline needs emphasis. 
The primary task in planning at the district level, which 
is to make the necessary changes in the environment so that 
decision-making at the school level can be facilitated, is a 
consequence of that. objective. 

The major concern that was identified is that contraction 
is not just a school district problem; it is a community problem 
with many implications for the quality of urban life. Many con- 
straints on the planning process were identified the foremost 
One reported was the political conflict between the provincial 
government and the board. 

Eliminating the B options at the junior high level and 
implementing alternative programs in schools with depressed enrolments 
were the two adjustments made in school program. Pupil personnel 
services were not affected by contraction. In staff personnel, the 
policy not to release surplus teachers, but to relocate them where 
there is a suitable vacancy, was the primary formal plan. 

Maximization of the use of surplus space was the primary 
adjustment in the area of physical facilities. Community resistance 
to school closure was the main concern in community relations. In 
management, central office administrators emphatically stated that 
bussing students from overcrowded to underutilized schools was not a 


formal policy for coping with decline. 
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4.8 Planning at Government Level 


Five specific plans have been drafted by Alberta Education 
for assisting school jurisdictions across the province to ameliorate 
the financial problems associated with declining enrolment. These 
financial plans are: Declining Enrolment Grant, Small School 
Jurisdiction Grant, Small School Assistance Grant, School Facility 
Planning (the new funding plan) and the Building Quality Restoration 
Program (B.Q.R.P.). The details are reported in Table 10. 

The overall funding plan at Alberta Education is on a per 
pupil basis therefore, the Declining Enrolment Grant was introduced 
to compensate boards for the loss in revenue that accompanies a 
decreased pupil count. The grant is available to boards for one year 
only, and is universally accessible with the eligibility criterion that 
boards must lose over 1% of their total students, and boards with over 
5000 students all receive a proportionate amount of support. Larger 
boards have more options than smaller ones, therefore the adjustment is 
less difficult. 

The plan was based on a research study which demonstrated 
that boards can make financial adjustments for the decline in revenue 
over a period of four years. They will adjust for 70% of the 
operating costs in the first year but do not or can not adjust for 
the remaining 30% which is explainable in terms of fixed overhead 
costs. This grant compensates boards for that 30%. 

The Declining Enrolment Grant was formulated by consultants 
from the Faculty of Business Administration and then was transformed 


into educational policy by educators. It was pointed out that it is 


ihe: 


rt Sou ge aba rs aaah inset ovate 
Sth hie ; aan hy od ahd Sea nine hoeyt 
saout  . snpnifonie getrehaal iw bern taneod2 CO: Tae EY 
foudsa. | haat Sree tnenonaR echedioat si: Ve - 

utili aeF Fodito?e Lankw wa taptae. ‘Wea tg | 


ait SOGa] P Bodpomey ake ai hee ie) ‘ ; 
Tee S fia) af apeaesine? fo BPM a bts wuetaut Nati ont 
Heme TIA Bsa sear L eee, gi vee gt Fe acs: a) | 
Semmens IAKS  jatgyss nh ay. ane sa satire 4 

oy, BBG WA ghagad os “ality re “gat ry: ant posites > 


a 
? 
-_ al 
Ca = 
La 
* 
Ls 9 - 
Cc “ 
ny 
g _ 
i J 
3 ~ 
ite) 
a noe 
2 — 
ze ‘ 
: -e 
a = 
—4¢ 
64 ny 
a 
Ba 
e 
+ mre » 
4 : e 
= = 
4 ii 


bois fhtalimly ad oe. auarin * mod inhi ge cy Sti dail whe | 
ie Ubon aatd:.sp Ne, | Aart" setae revit a wey 3 


i 


nedagy tie fori tugg far HEeBN, G . ia ais ‘ sao) 
| rf ‘i wr aig ant) 


urevan ni SN PRS dad Wh ‘eicohtahn 6 ‘etdaetra ok nea wh 


in 


giky 1S: wel, Vax 2 evi ity aah a - 
Faia tla T Nd i ‘ 4 igo, wor Im a 
Sot J2UEbe £09 a6 20 Jen oh ry 185 sen at Hon 


~ 
‘ 


4 hie 


£0; tons Hint siasns wepoassinns ‘a 2 


one aya tant v9, enmtas ai sei iat ne) pl war rte 084 


76 


spooyss Bursoy,d 04 
a0ueystSau It qnd 


9ILJ$J0 

S,4d}SLULW 94} WOUS JUDW 
-adunouue ue se owed sue{d 
Paztteur}y pue pa 

-dojaAap Saunpas0ud Mau 
JIYSLULW! OF YUAS 


uorzyotpstunl jedo, 
Sem YUuawWw;Ouud BuLuL{d 


Butssng 03 pue pattdwod sasuodsau -ap wo} Bbutuue,d so} 
aoueystsSau IL, qnd suoLsn{ duo. pue Aytytqusuodsau Auewtud uotzeonpa yuoddns 04 
S[aAa{ SUOLZPepUaMWOII4 04 PapuUOds pay, nsuos aseq xe} [e201 ybnoua 


snoLuea ze Sundo0 
MOLA Jse{NdLyued 


-d4 Sdnoub paysauvaqut 
yndut Ottqnd uoy 


Ud}JO Jue pueog 
Looyds pue Wisy ‘WLY 


Sauo abue, uey} azeuado 


obue, e arhey you op yey. 
suotzoipstunl ystsse 0} 


e 40} yuoddns uLeb sburjaow play adu04 Se] s4ozeonpa 0} 9ALSUadxXa JuoW aue yeyuqz jo INVU9 

0} HBurdtyLyod uaqyo Op p[Nnoys ay zyeYyM UO jeuoLSSajoud *a°t spooyss ,[ews paztuboodau4 yoedwt yetoueulLy a[qus NOILOTOSTuAr 
SySa4aqyul UMO JdYSLULW PASLAPe 99}zQLW $33}}zLWWOD HbuLuaays A, peuorzeusayur -sod ay} pue Juaw| Ouua JOOHIS WIVWS 

ALayy 4wojf 9NO YOO] -wOo) AUOSALPY S,4dTSLULW sueLotyiyod pue Ay;jeuotyeu SAL [eLIULA Butut, dap Butduatsed InvY9 

03 dnoub yuattd ue|d yytM UOLZEYLNSUOD UL -Oud pauedwod Suaydueasad -X9 aue suotzoipstunl JONVLSISSV 


Kuasva $0 ADduapuay 


JO UOLSSNISLP [ewUOsuUL 


stesodoud 

aWwOS PAaLPNYS 9a4 

-JLuMWOd snoned suozeInpa 
wa3ysks ayy UL LOOYIS 
Kagra 04 4d}}a]|SMau e 
pue jYuawaduUNOUUe SSoud e 
PS9ALOAUL UOLYeJUAIUa| dL 
suozeonpa Aq 

Adt,od oyuL paweus ued 


saaho0| dwa yuawu4aro0b 


youeasau 
Ad, {0d 03 pars 

-L,enb a4uamM OUM “YY 

$O “f) WOU} SJUeZLNSUOD 
sue{d ayy 40 bursey 
-dayut pue Burzyeub 
-Ua}UL PLP JUsWUYdAOH 


yotym eyep uo paseq Apnys 


aoueulL 4 L[OOYdS 
uO dd}zLWWwo) AUOSLAPY 
S4uaysStutw ayy Aq Apnys 


{OOYydS YOLYM sSasse 0} 


Syuapnys JO Sso| 
JO} SPp4eog asSunquitau 04 

Swe uboud uo} Spueog 
0} 06 yeyy Spuny obeuew 


quow (,esodoud WOuf S}PeEUDOUYIAY ydueasau e UO paseq ue;d pue uozZLUOW *£{04}ZU0d 04 

-Us9A0H JO eaue aud ay} wo} asnoy but 99} }LWWOD Sjuawd{yyas Aueles spueoq uo U0L} 
ueyy auowW SzOa4Je -4ea,d pewuojs) youtqe) AAOSLAPe Saaqzsturw pue S4ojde4} UOLze] JUL -9e4zU0D JO yYORdwL [eLd 
qyuaw,Ouus Bbutut,dap SO8LJLUOLdd UOLSLOAP uo paseq squeub {tdnd sad -ueuLs 9Y} [OUJUOD 0} 


uotyeyndod uabuey 
ut sdnoub yuap 


uo 9a}}LWWO) JaULGe) 
Butuue|, qd {eLI0S 


e uo} Burssaad dt, qnd 
4o sdnoub yuauasau 


punos A, ,edtyewayuzyew pue 
paydueasaa aq ysnw sue;d 


sau0 
L,ews se swa,qoud owes 


TOOHOS TIVWS 


-LSSLP YZLM Wal qgoud UO 9d}}PLWWOD JYaULge) qyndut ot, qnd uoy aduLa asuodsau 3Yy} adUalLuadxa JOU Op InvUd 
UOLZLULJaP aq (cav4cu) -oud punoue ,esodoud quawusaaob pue yndut spueog obue, zyeyzy 2de4 INSW10UNS 
Auybua, sem ssad0ud uOLSLIAQ AO} ZSanbay YOO OUM SID4O} 452} dt~qnd uodn paseq sue\d dy} 4OJ VZeSUadWOD 04 ONINI19390 
SNINNW Id SNINNW Id ONINNWId NI SINVdIODTLYVd  NOdN GQ3SVE SNWId JIWNOTLVY SNW1d INT dO 14A30 JN1T1930 OL 


NO SINIVULSNOD NI daSN S$3SS390ud NI G3NSGISNOD S3ATLISCGO = ONT ASACOWV YO4 


NW1d I14194dS 


~_ l_eNFNFlEETECTEETETETEEFTETETETEEETEEEEFHETETEELETET_ETETLTFHFTEV—AO FEO EHTHOHCHOFTHHERmaeeoojTEOoOERHEHRHEHTEOeEOeNETETREEE—E—E—eeeeeeQQQQQQQQQOOOS——OOOOOw*@*woee®*wo0oe00Sa00S0snn00smn0S0S0080mmsS0mm9msmsSsSsSsSSSSss aoe SS SSS 


[AAI] JUaWUaAON ye BuLuUeLd <OL aL gel 


Be Yat - a eeayactt Herc |) 
Riuiee) Wao? abt 27552 eT al 
BEETS eae! Mi > bem 
ts 


oh bt 


ei Sar, Bad 
wit 
et FERN 
iit 
—shebd as ; 3503} aphex Fl iy et 
3 7b ag lV 
i he ebay: art < Sine wee 
iss Me £84 : £0254) 
eS ek 
—— ———— Ae = 2 en a ce 


a: 


go ered 
Sneek 9H Foti il 
— ike Be 
va sse pte re 
qa PPer, al z ate 
AsSSea 


Pa) 


230 o+ee FANG 
TF wil Pe Means Trl 


a0a7 ae ian 


ae 2 Be, sir met 
Tae S75 #4; -& ; 

Prt 6 aS 

a> ne Si2h “to 

ae toa ¥ ree 

b Shas 

ila pephess anc ig 
gs 8 catgiale ct 
ew ere Te casi! £5 

ii 23S gk 


wd ba aii nea 


| sagrt Wiiz 


ri 


5 


2 ESS 
; sess 


2 deo 


pot te near 
; ebay oe se F 


_ taba? Od Ean SSL oF 
= bss 8] ro) 


= Tie egos IN7 


m 3 
SRG! 


rs 
* 


ca 


ine en 
PPosin 


LS ater * ud, 


eT 


DS geld 


SVEN =: 


eo i. 
5 


7D s? They ‘fire 


ww) erxaad 


“ee Tat 
Ra 


7? j 


Free ona hay 
ie IRS esas 
tel aient? Shere 


ta 4a 


DF 


= 4) 925: 


Fe AaaF 
irae eins Ge 
oa OF 


OOH 34 


3 a 


arg a 
Ali he 


‘n>? 


MVE 


] pay 


: 


tier ¥. 


Sen 


iige 


POT Meet, 


TS 


ue 


jai 


es ee ee ee eee ee ee ee SS ee eee eee 
ee oossswoa0eoeea0eaeeoOoOoOoqoong own—«n—gao—eeaeaeEolleyw_w,nwrranw«aw>os=! 


uotLyonazysuod LoOOYIS 
Mau JO} AZLLLQuSuOdse4 


Play SupuLwas axe} 0} Spueog adu0} 03 - 


a, oho weak 
auo uo paseqg aq 


uolLyeyuawa, dwt - SOULA 


qyuaw|ouua yey 


-Oud ay} Sssouse 


Aj yuardt sso 
ue,d 0} Suoty 


Aj uo ptnod yabpnq quoddns 03 Auessadau sbutueay yONpuod -dtpsitunl afbeunooua 03 - (*a°u'0°a) 
suoL.y defoud sem jeu, weuboud pue 3no o6 0} 39404 Aj qeyinba suorzoepstunl wvu90Ud 
yaw, O4Usd JO 9zeW Burpring ayy pado, ySe 1 © payst[qeyzsa 0} Spuny BINGLAYSLEP OF - NOTLVYOLS 3u 
-L3¥Sd azyeundde uO -dAap Uday} SOLUeUaIS JayStuLW ‘paroudde °0) pue uopuoyg ‘Sspoom Jo aoeds snyduns Bburysixa ALIWAD 
papuadep buruue|d JUuaW|Ouua payussaud weuboud auojaq siseq ud padojarap uetd - yytm AL aALzRa4d [Rap 0} - ONIGIING 
uotzed0{} 
deynotqued e ut ZLLNG Sem 
jooyss e you AyM uo Aym 
SdA,aswayy Suahedazeu 0} 
Aytysn€ 03 spaeog adu04 03 - 
sme, BuLuoz Aq aun6i4 payzabpng 
paytwiy, sem aoeds SqUaWUAaAOH |94y pa—adxKI 
sntduns jo asn - 33a|{dwod uayM %G2 yOu pLp uoLydNayzsuOd 
aoeds But uayy pazyotdwod yey st uetd se Huo, Sse SudLzdtuysou 
-1SLxX9 aSN you ptp yaloud ayy UaYyM ¥GZ uayy quawuusAo0y ey4oqLY YNOYUYLM PL LNG 0} WOpadrs 
Aadyy ft way} pazey 4aystutw ayy Aq paydasce ue ult payzedtoiqued ay} spueog ayy arth 04 - 
-euad }t asnedaq StL wapuaz uo} Butoh %0G- K3yy PAALOAUL 3q 0} Aj yuarorsya ueyd 
ue{d Butpuny mau Aauow sansst yuawuuasrob - paquem Sjuowqzuedap 0} spueog abeunodua 03 - 
9yxLL YOU PLP Spueog - yooyss ubtsap 04 4994 quawusaAo0b uoyyO jt - Spueog aau0od 0} yuoddns 
sXed asja  -Lydue pauty pueog ,ooyuds - POA|OAUL peroueut} auow aALb 03 - (ue;d 
auoawos Jt A[ UO pueog Burpting jooyos aq 0} Satouabe aoeds Buirpunj mau) 
yNq SALyJL_Loes mau ayy Aq swayze, pue ySut4 4ayyO Sztwuad yuaW qyuoday Hutystxd yO asn aZiwi ONINNY Id 
ByxL{ PLNOM auoAUsAad saystuLW Aq paaoudde uoLy -aauby uolyonuysuoy) °0) pue uopuoyg SpoomM 40 -ixew 0} pue uoLzon ay ALINIOW4 
- Aguow st wa,qoud - -d9nuzysuod Mau soy Sue{d - JULOL JO 26 UOLYDaS - stseq uo padojaaap suejd - -u0Dd MAU YILUYZSIU OF - 1O0HIS 
Sapa a ree Oe es me Pg ae ee caer i eae ee ee 
SNINNW 1d SNINNW 1d ONINNY 1d NI SINWdIDILYWd  NOdN G3SVE SNW1d JIWNOILVY SNW 1d SNTd013A40 JN1T1930 OL 


NO SINIVYLSNOI NI G3SN S3SS3490Ud 


NI G3Y3GISNOD S3ATL939CGO = ONT ASACAY YO4 


NW1d ILT41934dS 


a a 
ES ET OE SS ST SS RE a ES SS SS 


(panutjzuod) Lada] yUaWU4aADN ye BuLuue,g -OL aLqey 


i be Se irae Te 


a \i,;! cnr Se i nets: so 
por. ~ a a Fe oe => ee ey rs oe a 
‘ ; 


| Se a a Sr aaa: af. 
= a es ae ee SPAS iy 
= “Sr ayes att evi od < 
a ele Sia rap 23 bey * . 


' == a 0S > : = soo = =e 2 soot ieee pia ey 
‘ : 2 : ie tt! be: eae : 
ss ny bay jg 7 


wr. : “qaiaet = Sed 
K ‘a had Abrsod SHioF oF - 
cae eas peqsie tf. ay 

hie = so Scie WI Tie - 
oe ma GE Theyt 2am 


al ota to eey 


Fs ie 


’ HOHNS Le = wi fist eg Ware. a %, 
Bip Se FEBS ; —. S= +. ; tpl at eat +" ~ 
SHEE a oe ey 9 “9 setts ire. . 
:  -shtt- ak. se ere x03 ot = 


a aa 


—— = = : : = ; : o> = . a _ ent cy hai fittesegeey 


ee eee ee ass MET aes Pbieage: © s 
< 7 : : _ - - ee : 
= = ue 7 — a 
—= = ss es — ——_ Se ee SS SSS Se 
1 he 
i) 


78 


desirable to have a mix of people with different capacities from 
various disciplines formulating policy so that individuals with one 
particular ‘trained impediment' are not trying to derive a solution 
(i.e. psychologists will find a psychological solution, economists, 

an economic solution and administrators, an administrative solution). 
Furthermore, in the final plan there will be a political synthesis 

of expertise which integrates the perspective of all the participants. 

The Small School Assistance Grant and the Small School 
Jurisdiction Grant are based on the recognition that small schools are 
more expensive to operate and that small jurisdictions do not have a 
local tax base in education that is equal to that in large juris- 
dictions. These plans were also the result of research. 

These studies were based on data which the researchers compared 
provincially, nationally, and internationally. The proposals based on 
these studies were phased in so that the level of assistance is precisely 
that which was recommended by the researchers. 

The School Facility Plan (new funding plan) evolves around a 
formula composed of an equity factor, a utilization factor and a 
project cost factor; the equity factor is the ability of the district 
to pay for new construction while the utilization factor is the space 
capacity for the jurisdiction. But before space capacity is calculated, 
the following exemptions may be made by boards: all frame buildings that 
are 35 years old or older, all masonary buildings that are 50 years 
old or older and all portables built prior to December, 1974. There 
is an exemption of 25 student places for every school building with a 


capacity of 500 or less, and 50 student places for every school building 
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with a capacity of over 500. Finally, any space taken up by lease 
agreement between the jurisdiction and communities, municipal corpora- 
tions or other government departments that have been approved by 

the Minister may be exempted. The project cost factor is the space 
per pupil that has been approved by the government plus an opera- 
tional figure for support. 

In planning the use of school space, it is required that the 
number of students that need to be housed at a specific time be indicated 
by boards to the School Buildings Branch. A decision as to what per- 
centage of financial support they will receive from the government 
is made three years later. The rationale for postponing the support 
for new construction is to force boards to take responsibility for 
justifying to the ratepayers whether or not a school should be built 
in a particular location. If their figures for future growth pattern 
are accurate, then boards can collect up to 85% of the cost of that 
new structure. If they are inaccurate, then the boards will receive 
a low percentage of government support and will pay the remainder of 
the cost themselves. 

When the new funding formula was introduced, the policy and 
planning section of the School Buildings Branch was also established 
to provide support for local jurisdictions to plan more efficiently. 
This department works in conjunction with Statistics Canada and the 
Alberta Bureau of Statistics to acquire knowledge before the fact of 
how many pupils are going to be enrolled come September. Within the 
department there is a committee charged with the responsibility of 


projecting enrolments. 
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The Building Quality Restoration Program (B.Q.R.P.) was 
designed to assist boards to correct major building deficiencies and 
to restore the quality of their buildings. There is a modernization 
component to the plan which has two purposes. It allows older build- 
ings to be renovated to serve modern day programs and it allows 
boards to lower the capacity of the buildings:so their utilization 
factor can be reduced. 

The School Facility Plan and the Building Quality Restoration 
Plan work in conjunction with one another and encourage boards to plan 
efficiently. The plans give jurisdictions the freedom to build provided 
the board supplies the School Buildings Branch with a three-year capital 
budget specifying the number and size of the projects they wish to 
build each year. If their capital debt is over three mills, then 
boards must also give the Minister a five year capital plan stating 
how they propose to handle that debt before permission to build will 
be granted. 

These plans were developed on the basis of the School Facility 
Logistics Report, a study carried out by the consulting firm, Woods, 
Gordon and Company. The purpose of the study was to help the School 
buildings Branch come to grips with the problem of assessing the 
amount of new space that needs to be provided and at the same time 
to deal with the mass of unused space that jurisdictions already have. 
It focused on policies and procedures relating to planning, construct- 
ing and funding new facilities. 

Before the recommendations were implemented, a task force 


held meeting throughout the province to assess public response to the 
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Suggestions and conclusions set forth in the report. 

Policy at government level is planned by going through various 
Stages of development. First a Request for Decision (R.F.D.) is drafted 
by the department that is proposing the change. The R.F.D. along with 
a work plan for the Minister as well as the whole department is sent to 
the Cabinet Committee on Social Planning. This body, a committee on 
which the Minister sits, is the first political mechanism that examines 
any schemes that depart from official policy. It is not a decision- 
making body; only recommendations to Executive Council are made by it. 
A certain proposal will be recommended by Social Planning, and if there 
is money involved that proposal will go to the Cabinet Committee on 
Priorities to determine whether or not the money should be allocated. 
This committee is chaired by the Premier. Finally, the prososal goes 
to cabinet where the ultimate decision to reject or accept it is made. 

Most of the declining enrolment studies have been done 
internally within the departments of Alberta Education. External 
people are involved only to the extent that they sit on a steering 
committee and assist with data gathering. They are not involved with 
formulating plans. 

More than one area of operation in Alberta Education is 
affected by declining enrolment, therefore there is no macro plan. A 
masterplan would be composed of too many elements which would make 
planning more difficult as well as make it more vulnerable to criticism 
by various groups. 

The main constraint on the planning process is that it is 


lengthy by definition. Depending on how major the change is, the 
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technical planning process and the political planning process along 
with genuine public input cannot be orchestrated in a period of less 
than two to four years. 

Prograil Tunding has not been directly affected by contraction 
because funding is not related to ait count. Historically the 
funding has increased whether or not the per pupil count has increased. 
Over the last five years the increase has been 100% and that increase 
is primarily because the number of programs has been expanded. Every 
time a program is added more money is added. However, boards are 
required to spend the money on those particular programs for which the 
money was allocated. 

The boards' major sources of revenues for school programs are 
provincial government araneebend local sources. Other sources are the 
Federal government which provides second language grants and depart- 
lments such as Social Services and Community Health which fund certain 
programs. For the province in the year 1980, 33% of the financial 
Support came from the local taxpayers, 4% came from the other sources 
and 63% by way of grants from Alberta Education. 

It was reported that a major study is currently being under- 
taken by Alberta Education which is an attempt at long-range manpower 
planning. The objective of the study is to determine the number of 
teachers in what particular areas of instruction will be required on a 
provincial level in any given year. Such variables as the ages of the 
teaching staff, the number of retirements expected, the attrition 
rate correlated with sex and specialization, and the willingness of 


teachers to take positions in the rural areas are being explored. 
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The staffing problems of a shortage of teachers in particular 
specialty areas, and a surplus of teachers in the large urban areas 
while the rural and northern locations remain understaffed, will be 
addressed in the study. 

Plans for designing schools for alternative future use are 
being developed. The plans are drafted so that buildings can be 
converted to another type of facility, such as a nursing home, when 
they are no longer needed for schools. This kind of advance planning 
is an attempt to circumvent the problem of public resistance to 
school closure. 

The closing of a school requires ministerial approval. 
Interestingly enough, a board can reduce the size of a school without 
the approval of the minister, grade by grade or class by class until 
there is only one class remaining. The school is considered closed 
“only when the final class has been removed. 

Government administrators were asked to respond to the 
question: “What do you think are the important components of the 
planning process?" A summary of their responses is presented below. 

The process is composed of four major aspects. It begins with 
the technical preparation of the plan by way of research and informa- 
tion gathering, defining the problem, determining the need and 
examining alternative solutions. The next step is the public input 
aspect followed by the political decisioning aspect. Here the 
politicans analyze the preceding component and then synthesize their 
own recommendations, the recommendations of the department that 


proposed the change and the recommendations of the Minister into a 
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final decision. The legal and political implications of the best 
choice solution must be identified. The next stage is the implementa- 
tion aspect using various strategies depending on the nature of the 
change. This may also involve an identification of the changes in 
public legislation that need to be made to facilitate implementation. 
The final aspect is insuring that there is a feedback mechanism for 


evaluation of the planning. 


4.9 Summary 

Alberta Education had five specific plans to assist juris- 
dictions to adjust to the financial problems created by contraction. 

The rationale for developing these plans appear to be based on 
political and efficiency criteria. 

Depending upon the nature of the project, the participants 
in the preparation of the plans were the politicians, the civil 
servants from various departments of Alberta Education and experts 
who were consulted regarding the technical aspect of the plan. 

There appeared to be one standard process composed of four 
major aspects for formulating plans at the government level. These 
were the technical aspect, the public input aspect, the political 
decisioning aspect and the implementation. 

The major constaints on the planning process were political, 
and the efficiency factor associated with the time it took to develop 


the plans. 


4.10 Involvement of the Alberta Teachers' Associations and the 
Alberta School Trustees' Association in Planning 


This section discusses the concerns that were expressed by 


representatives of the Alberta Teachers' Associations (provincial and 
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local) and the Alberta School Trustee's Association regarding contrac- 
tion. The problems that these organizations encountered in trying to 
influence policy for coping with decline and the solutions they propose 
are also presented. These data are in Table 11. 

The concerns of both the provincial and local teachers' 
associations were related to the protection of the welfare of the 
members of the teaching force and to the improvement in the quality of 
education. The fact that the teaching force has become more stable 
and more experienced since decline, therefore making it very expensive 
to hire additional teachers to teach the increased number of programs, 
was mentioned. Thus the standard of education has not improved even 
though student numbers have been reduced. 

The concern that school boards are not planning for the 
future when the costs of education will have increased and the supply 
of teachers will have decreased was stated by the representative from the 
Alberta School Trustees' Association. 


A variety of problems were encountered by the members of all] 


three groups in their attempts to influence the policies of the 
provincial government and the school boards. Problems associated with 
resources such as the inadequate funding to boards by the provincial 
government and the reluctance of the Edmonton Public School Board to 
raise the mill rate were expressed by the interviewees from the 
provincial teachers' association. The interviewee from the local 
association cited the poor relationship between the Alberta Teachers' 
Associations and the Edmonton Public School Board as being a problem, and 
the respondent from the Alberta School Trustees' Association identified 


the general absence of planning for decline. 
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The solutions for dealing with contraction that were proposed by 
the interviewees from the provincial teachers' association were sugges- 
tions for coping on a provincial level with the staffing problems created 
by decline. These suggestions could assist with certifying only the most 
highly qualified teachers and improving the general quality of education 
in the province. Increased funding by Alberta Education for schools with 
low enrolments was also mentioned. 

The interviewee from the local teacher's association proposed 
that the number of certified teachers in a school should be based on the 
number of programs being taught, not on student numbers. Class size 
Causes should be written into the collective agreements to reduce the 
workload of the teachers. 

Opportunities for allowing teachers to retrain so that they can 
stay in the profession and provision for special certification, particu- 
larly speciality areas where there are special staffing needs such as 
vocational education, were solutions suggested by the Alberta School 
Trustees' Association. 

The interviewees from the Alberta Teacher's Association (provin- 
cial and local) and the interviewee from the Alberta School Trustee's 
Association were asked to respond to the question “What do you think are 
the important components of the planning process? Their responses are 
reported below. 

The interviewees from the local teachers' association stated 
that identifying the problem and predicting what impact the problem will 
have on various aspects of the operation were important. 

The respondents from the provincial teachers' association 
replied that a planner must have the ability to anticipate future events 


and to determine the level and nature of the program that the government 
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1s willing to fund. Human relations skills and political skills are 
necessary for working with community pressure groups. 

The interviewees from The Alberta School Trustees' Association 
responded that the most important component was an understanding of 
the nature of the problem to be solved. It was also essential for the 
planner to be able to set the direction that planning is to follow and 
to have the ability to criticize the plans that are in place so that 


future conditions can be improved. 


4.11 Summary 

The data collected from the respondents from the Alberta 
Teachers' Association (provincial and local) and the Alberta School 
Trustees' Association gave an indication of the nature of their 
involvement in planning for decline. These groups attempted to 
influence the provincial government and the Edmonton Public School 
Board to improve the working conditions of the teaching force and 
therefore the learning condition of the students. They recommended 
that the plans be formulated for improved staffing, and increased 
funding, and that better collective agreements be made. They also 
suggested that a composite plan for resolving the problems created by 


contraction be implemented at both the provincial and district levels. 


4.12 Planning for Expansion and Planning for Contraction 

The interviewees were asked to reply to the question: "Is 
planning for expansion different from planning for contraction?" A 
summary of their comments is reported below. 

School aaministracors stated that in times of expansion 


planning is tentative because the amount of resources that will be 
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available to work with and the degree of expansion are not known. 
The process is additive and administrators plan by simply increasing 
the staff and the programs to accommodate more students. Such pro- 
blems as the way in which expansion will affect particular programs 
must be considered. A positive attitude amongst the staff is gen- 
erated by expansion. Enrichment programs can be implemented; there- 
fore, the quality of education can be improved. In general it is 
easier and more pleasant to plan in this direction. 

It is more frustrating to plan for contraction due to the 
presence of the problem of trying to maintain the same standards 
with fewer resources. An administrator must plan under conditions 
of low staff morale and at the same time make the staff aware of 
the problems associated with decline and to help staff to adjust to 
accepting more responsibility. 

Central office administrators stated that the process involved 
in planning both for expansion and contraction is the same. Only the 
specific problems are different. It is easier to plan for growth because 
all sources of money are based on expansion. An additive approach 
is taken. 

During times of no growth people are less optimistic, 
therefore planners must try to influence the attitudes of their clients 
in order to assist them to accept the program adjustments that occur 
and to help them to implement these changes with less funding. More 
advance planning is required to avoid a crisis situation. 

Government administrators also stated that the process for 
planning in both directions is the same, but there is a different set 


of problems. They also agreed that planning for expansion is easier 
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than planning for contraction because the attitudes of people in 
general are positive, employment increases and budgets are larger. 
Historically planning has always been for expansion, and the system 
of funding has evolved with established practices. There is, however, 
less time for attention to be placed on specific problems. 

When planning for contraction, administrators must review 
their priorities so that they are able to make sound judgements on 
what aspects of the operation will be retained and which will be 
phased out. Decisions which are not acceptable to the public must 
be made; therefore, the public relations task is more difficult. 
Because the budget is decreased there are greater problems with 
financing programs and operational costs in general. Other problems 
include dealing with the surplus space and the need for new construc- 
tion at the same time, and coping with the more dramatic effect 
contraction has on programs. 

The interviewees from the Alberta Teachers' Association and 
the Alberta School Trustees' Association agreed that in planning for 
expansion an additive approach is taken and that the process is the same 


as the one that is used when planning for contraction. 


4.13 Chapter Summary 

The research findings were presented in this chapter. Six 
aspects of the planning process at the school level were investigated. 
The intitial activities that preceded the decisions that needed to be 
made to respond to the problems created by contraction ranged from 
mobilizing community support to prevent school closure to consultations 


between principals and teaching staff. The objective that was generally 
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identified as being the most important. was to keep the neighborhood 
school open. Those who participated in the preliminary activities 

were mainly the principals and the staff; however, in some cases 
community members and other consulting agencies assisted. The major 
constraint on the planning process was the decrease in school funding 
which resulted from lower student numbers. The main concerns of the 
teachers that were identified by the principals were job security, 
working conditions and teacher morale, while they were mostly concerned 
about the reduction of programs and staff. 

School administrators stated that the important components 
of the planning process included: defining the problem, gathering 
information, estimating resources, communicating, identifying goals, 
Stating objectives and anticipating future conditions. 

The characteristics of planning at the school level were 
described in the six operational areas of educational administration. 
Most of the activities indicated that principals adjusted to contraction 
by implementing or expanding the fine arts or foreign language options. 
There was little or no change in pupil personnel because this service 
is administered at the system level. The most frequent adjustment 
in staff personnel was to reduce the number of certified staff in the 
schools. The major adjustment that was made in community relations was 
to ensure that there was good communication between the school and 
the community. When physical facilities become redundant provision 
for the alternative use of surplus space was made. Finally, the main 
adjustment in the operational area, school management, was concerned 


with maintaining the school population. 
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The rationale for making the adjustments, excluding pupil 
personnel, was generally to maintain the quality of education under 
conditions of fiscal restraint and to prevent school closure. 

A process of consultation among principals, staff and 
community members was used to develop short-range innovations for 
meeting crisis situations. 

Data describing the planning process at the district level 
were collected. The objectives that were identified were concerned 
with the relationship between school principals and central office, 
between the public and central office and with the administration of 
the system in general. The tasks that were reported as part of 
planning for contraction were mainly concerned with keeping the 
neighborhood school in operation. Autonomy over resources was the most 
common constraint on the planning process. 

School district administrators presented two different 
perspectives on the important components of the planning process, one 
of which was highly political. 

The characteristics of planning at the district level were 
described. The most frequent adjustment in school program was 
implementing alternative programs in schools with depressed enrol- 
ments. Pupil personnel services were not affected by contraction. 
Most of the adjustments in staff personnel were concerned with pro- 
visions for redundant staff. The maximization of the use of vacant 
school space was the main adjustment in physical facilities. There 
was no formal plan in community relations. In school management there 
was an informal plan in school management to bus students from over- 


crowded to underutilized schools. 
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CHAPTER 5 
DISCUSSION 


This chapter is a critical assessment of the planning that 
has been done with respect to declining enrolment in the Edmonton 
Public School District. Although the main focus of the thesis was 
planning at the district level, it was also necessary to examine 
planning at the provincial and school levels. 

The assessment is carried out in terms of the following six 
dimensions for each of the three levels: the character of the plans, 
the normative basis of the planning, the politics of planning, the 
methodological approach to planning, the structure for planning, and 
the impact of the plans. In addition to giving further insight into 
the planning process, the assessment also serves as a means for 
integrating the many diverse bits of information that were presented 
in the data analysis tables into a more unified perspective on 
planning. The six dimensions provide a framework against which 
educational planning can be analyzed and a background for thinking 
about problems in planning. 

The intention is to provide both an ‘ideational' and an 
‘operational' frame of reference. "While the former indicates how 
things ought to work, the latter indicates how things actually work 
in the real world" (Dhar, 1974:55). 

5.1 The Character of the Plans 

Most of the actions at the school level involved adjustments 

in school program usually in option areas. Certified staff was 


added or reduced depending upon student numbers. The only special 


93 


Ay el ally 
fk ey oS ee 3; J 
aes, ad ey r ‘ 4? a’ 
oe J + O98 geo att 
i - ara of al 
P ae me 2 bebo Bi 
" z vay ee ae 
2, (Reo 2a ph ‘sab aa Je 
+ ae. ser (ated 
SS. [oOny2 bm. foisnra ry g: jon 


‘ fie hi huis ae Le “oe ay Uy Hib pes 


- 


‘i 
a 
" 


ia 


OONE Itphant yordro) othe aa wOdeeie WE asl ay 40 s>8q 


17) 20Go & th 2oyiste OTR tage eae ety t gkawoane ort ! 


tN ae | 


CELE NG SRW Tah aOaaie? Toes) we auth nee og oo 


é Res Ay, if am « : pe : 
Daeeey i) bog Co) ay Bi" Cr: gh 1 f & bot 2 
| } At 


SOM TAAPeeE soup ge “ab? ve uf A clint % 


bi ba st td Aesininn 


r ane oe ahh nth zt) te nai et” 
won ah 382 siting. Nanri ait of 


ae 1 Pana apn ne eit 288 sbi eteaT ont Nee 


wat met 2 tb boclovit’ fa a th aoe dnd ty ‘eepkia 
| aa ie fe hd as if ‘on 
ou habe beh idy80 Reinkil mie 


; 2 7 i ‘ ye | a ‘\ v i os 
wie elie. Sosa 
7 y a>”: Ae an 7 ° 


94 


services that could be adjusted by the principal were the counselling 
and library services. If there was the surplus space which could be 
used for other purposes, it was usual to allow outside groups to come 
in and use the school facilities. The most frequent plans made in 
community relations were arrangements to keep the channels of com- 
munication with community members open. Provision for increasing the 
population in the schools was the major activity in school management. 
At the district level, creating conditions that would allow 
principals to compete for students was the focus of the adjustments 
in school program. There was no change in pupil personnel services. 
Making arrangements for the redistribution and reallocation of teachers 
throughout the district to absorb surplus staff was the main action 
in staff personnel. The activities in physical facilities included 
alternate uses of vacant school space and plans to build multiple use 


schools in the future. 


The plan in community relations was to involve the school 
trustees and community members in closing schools in order to make 
the decision more acceptable to the public. Revising the approach 
for financing schools to make funding more equitable was the main 
action taken in school management. 

The provincial government has five specific financial plans 
which serve the purposes of influencing the decisions made by local 
jurisdictions and of financially compensating boards that do not 
have a large enough tax base in their jurisdiction to support 


education. 


Bumbarger et al (1972:6) define a plan as: 
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a set of coordinated actions - often sequential in 

nature - which aim to reduce the discrepancy 

between the goal and the current conditions. A 

plan must have its parameters specified. 

The parameters of a plan are "a specification of the goals, 
the policies, the instruments and the broad strategy to be adopted 
for implementation" (Dhar, 1974:61). Dhar (1974:61) further points 
out that Bettelheim (1961:2) stresses that the parameters should also 
“include not only the technical economic and social objectives, but 
also recommendations concerning the legislative and institutional 
changes which are indispensible for its materialization." 

If the plans that were formulated at the school, the district 
and the provincial levels are compared to the criteria outlining the 
nature of a plan as stated by Bumbargar (1972), Dhar (1974) and 


Bettleheim (1961), then some conclusions describing the character 


of the plans at each level can be drawn. 


School Level Plans 
The plans at the school level may be described as quasi- 
plans because the characteristics depart considerably from those 


set out in the above definitions. The adjustments made in all 


six operational areas are similar in that they all contain only the 
ingredients of a plan. They are part of a piecemeal approach for 
coping with a crisis situation. The parameters may be implicit in the 


plans in varying degrees, but they have not been made explicit. 


District Level Plans 


These plans are similar to school level plans in several ways. 
They are also quasi-plans for the reasons outlined above. Like the 


school plans they are operational in nature, that is, they are concerned 
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with the day-to-day activities of the organization. There is an 
absence of a long-term perspective because they are dependent on 
Student numbers and are subject to change as student numbers change, 
and they conform to the constraints of the budget. They are more 
quantitative than qualitative in nature because they focus primarily 
on the flows and arrangements of pupils, teachers, materials and 
finances. There is no macroplan to coordinate the activities in all 
six operational areas. The plans themselves are informal, 
and were formulated to allow most of the decision-making to occur at 
the school level. 
Provincial Level Plans 

At Alberta Education, the plans are research based evolving 
from problem—orientated issues. They are similar to the plans at 
the other two levels in that they are quantitative rather than 
qualitative, being concerned with the financial outlays for school 
buildings and per pupil expenditures. Plans at this level are both 
formal and incremental in nature attempting to deal with problems 
in school finance that have a number of facets. They are short-range 
plans and conform to the description of a plan as quoted earlier. 
Unlike the operational character of the plans at the school and the 
district levels, provincial level plans are strategic being concerned 


with financial goals and the means of attaining those goals. 


5.2 The Normative Basis of Planning 


96 


The objective of the plans and the rationale upon which they were 


based upon reflect the values of the planners. At the school level, 


many of the objectives centered on keeping the neighbourhood school 
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Open and the quality of the education that was being delivered within 
the school. Some objectives were operational and dealt with prob- 
lems created by limited resources. Other objectives were meant to 
overcome the problem of low morale in the school and community created 


by a climate of uncertainty. 


The rationale for the adjustments in school program were 
primarily directed at developing cognitive skills of the child. In 
pupil personnel it was to deliver special services to pupils in 
spite of the loss of financial resources due to decreased enrolment. 
The rationale for making adjustments in staff personnel were con- 
cerned with creating the best working conditions possible for the 
teachers within the constraints of the budget. In community relations 
it was to ensure community support to keep the school in the neigh- 
bourhood. The basis of change in physical facilities was to make 
efficient use of available school space. Arranging pupils to avoid 
split grades was the rationale for the changes in school management. 

At the district level, three categories of objectives were 
identified. The ones that were concerned with the relationship 
between school principals and central office were related to the 
goal of encouraging school administrators to make plans for contrac- 
tion that were consistent with the needs of their own individual 
schools. Those dealing with the relationships between the public 
and central office were directed towards serving the public within 
the context of democracy. The objectives concerning the relationship 
between central office and the system in general had the purpose of 
insuring that the quality of education is maintained in all parts of 


the district. 
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The rationale for making adjustments in school program 
reflected the ideal that educational provisions be spread uniformly 


throughout the system. For pupil personnel it was based on the 


contention that every student has the right to special assistance if 
required. The reasons underlying the plans in staff personnel were 

to place the principals in the position of having to justify to the 
staff which teachers would be declared surplus. Efficient use of 
redund nt space throughout the district in order to receive the 
maximum amount of government funding for new construction was the 
basis for the plans in physical facilities. Forcing principals to 
justify to the public themselves why or why not a particular program 
is offered in a school and to deal with public resistance to school 
closure was the rationale underlying the changes in community relations. 
Finally, the rationale for the adjustments in school management was to 
equalize the student population throughout the district to make eff- 
icient use of school space and to have some control over the school 
budget. 

At Alberta Education, the objectives considered in formulating 
the financial plan for assisting school jurisdictions to cope with 
decline were to maintain government involvement in the spending of 
the grants and at the same time to force local districts to be the 
ones who are accountable to the public for decisions of whether or 
not to build new schools and for deciding the locations of these 
schools. The rationale that these plans were based upon were criteria 
of efficiency, economy, politics and the research findings of various 


studies. 
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The normative basis adds a qualitative dimension to planning. 
This dimension is concerned with how the members of an organization 
would have to plan to be prepared for changing future conditions and 
to improve the plans and the planning processes. 


We must be concerned with what is desirable as well 
as what is fact, with standards as well as bench 
marks, with changes for the better as well as mapping 
present circumstances (Sergiovanni, 1972:2). 


The normative basis for planning refers to the value 

orientation which lends substance or content to plan- 

ning. Normative basis can be defined in terms of 

‘criteria sets' which serve as a framework for 

structuring the planning process (Johnston, 1977:137). 

Johnston (1979:92) argues "that bringing values to serious 
questions must be part of any planning process because the planners 
normative basis affects the scope and depth of what is being planned". 
Johnston (1979) states that Diesing (1962) developed a framework 
which can be regarded as a normative basis composed of four distinct 
rationalities: technical, economic, social and political. This 
framework serves as a means for illuminating and then questioning the 
values that are reflected in the plans. Each normative base should 
be present in any one approach to planning, and they serve to balance 
One another. 

Technical Basis 

Attempts to quantify inputs, processes and outcomes 

are manifestations of the technical basis for 

planning. In process terms, to regularize, to make 

consistent, to program, to avoid overlaps, to 

organize with central control authority are signs 

of the technical mode. The chief decision criterion 


is one of procedural efficiency or of finding the 
one best way to do a task (Johnston, 1977:138). 
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Economic Basis 


Economic-based planning focuses on the dynamic 
relationship of input to output and output, as 
commensurate with goals is cast in economic terms. 

The utilitarian character of costs, benefits and 
economic payoffs creates the mentality that make 
economics criteria seem justifiable (Johnson, 1977:138). 


Social Basis 
Social decisions are based on personal and group 
relationships, cooperation and conditions for 
fulfilling human potential. Planning is done to 
facilitate human and humane activities and to 
engage questions of social justice and equality. 
Thus, planning with people rather than for people, 


is the parlance of social rationality (Johnston, 
1977:139). 


Political Basis 

Political criteria focus on the formal organiza- 

tional structure known through positions, roles, 

tasks, and activities as assigned within an 

Organization as well as between and among 

Organizations. Most important, it is the 

structuring of these relationships that deter- 

mines the control function of the organization 

(Johnston, 1977:139). 

Having now drawn some conclusions regarding the objectives 
considered by the planners at each of the three levels of the 
planning structure and the rationale underlying the changes in each 
operational area, manifestations of values implicit in these plan- 
ning activities can be judged against Diesing's framework. 

Looking at the objectives from the school level, first, the 
values illuminated in the ideal of the perpetuation of the neigh- 
bourhood school, concern for the quality of education and the morale 
of community and staff members appear to be grounded in a social 


basis for planning. Operational objectives dealing with the 


distribution of resources reflect technical-based planning. 
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The values that are apparent in the objectives of the planners 
at the district level indicate that this was social-based planning 
because the objectives all appear to be concerned with the relation- 
ships among people. 

The objectives underlying the financial plans formulated 


by Alberta Education manifest values that could indicate technical, 


economic and political-based planning. 

Generalizations about the rationale upon which the plans 
were based have been made for the provincial, the district and the 
school planners in each operational area. At the school level, the 
values reflected in developing cognitive skills, creating the best 
working conditions for the teachers, and keeping the neighbourhood 
school may indicate social-based planning. Delivering special 
services may be both social and economic based. Making efficient 
use of school space and arranging pupils may be signs of a technical 
basis. 

For the district level, equalizing educational opportunity 
and giving students the right to special services are indicative of 
a social basis. Making principals accountable to the staff and 
community for staffing arrangements and school program may derive 
as much from economic criteria as it does from political considera- 
tion. Arranging students uniformity throughout the district may be 
economic, technical and political-based. 

The rationale that underlies the plans formulated by 
Alberta Education all indicate technical, political and economic- 


based planning. 
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Sse the Politics,.of Planning 

The initial activities that preceded the planning decisions 
in the schools and led to the preparations for coping with decline 
are an indication of the nature of the political activities that 
were engaged in by school administrators. Meetings were scheduled 
between community members, principals and staff in order to obtain 
Support for any of the changes they wished to implement and to 
generate ideas to prevent school closure. Consultation with central 
office personnel was sometimes necessary to convince them of the 
value of the changes and to obtain their approval on proposals out- 
lining any new plans for the school. 

Some constraints were present. Implementing changes in 
school programs often depended upon central office support, and some- 
times renovations to the school were necessary. The delay by central 
office staff in acting upon the suggestions of the principals and 
the lack of cooperation in providing extra staff, funds and special 
equipment inhibited the planning process. In one instance it pre- 
vented outside groups from coming in to use the school facilities. 
Sometimes principals had difficulty convincing central office of the 
value of new programs and if approval was given they had to develop 
and implement programs on their own. 

The planning tasks performed by the Chairman of the Board 
and by central office administration yield information on the 
politics involved in planning at the district level. Consultation 
between the Minister and the Chairman was undertaken to try to 
develop an acceptable means of reducing the inventory of surplus space 


in the system. The board's view was that the government must take its 
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Share of the responsibility for the problem and that policy must be 
developed which would not curtail local decision-making power and 
which should be acceptable to the public. 

Central office administrators assumed the role of consultants 
in that they provided principals with the necessary information to 
make decisions for coping with decline at the school level. They 
also acted as conciliators attempting to soothe the anger of princi- 
pals and community groups who resisted school closure and program changes. 

The constraints that central office staff encountered 
centered around issues of autonomy between themselves and with the 
provincial government. Too much government control over the use of 
Surplus space and the government's funding formula which limits 
new construction until the inventory of vacant classrooms is reduced 
caused political arousal in communities that needed schools. 

The planners at government level resisted giving up control 
over the spending of the funds for new construction through the 
regulations that were part of the new funding plan. For example, 

a jurisdiction can not ask for permission to build a new school until 
there are actually one hundred and fifty children in a community who 
need school facilities. The utilization factor which is part of the 
funding formula limits new construction until 87% of the existing 

space in the district as a whole is occupied. However, this does not 
solve the problem of overcrowded and underutilized facilities in some 
areas of the city and the need for new schools in other areas. Because 
of the regulations, it is the jurisdiction that must deal with 


community groups resisting school closure or lobbying for new schools. 
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The Alberta School Trustees' Association and the Alberta 
Teachers' Association (provincial and local) have the role of policy 
influencers, attempting to affect government and local decisions to 
the advantage of their members. In this study, respondents from the 
teachers' associations indicated that their interests lay in improving 
the working conditions of the teachers, and, therefore, the learning 
conditions of the students. They believed that clauses regulating 
the number of children that could be in are classroom should be 
written into the collective agreements and that the number of certified 
teachers on a school staff should be based on the number of programs 
in the school, not on the number of children. To finance these changes 
the district would need to raise the mill rate, an action which would 
alienate the local ratepayers. 

The representatives from the Alberta School Trustees' 
Association had the view that boards should prepare in advance for the 
anticipated situation of an increase in student numbers and shortage 
of teachers. This would require a change from planning in terms of 
economy and efficiency to planning for opportunities for surplus 
teachers to stay in the profession so that they will be available when 


the need arises. 


The political activity in a system relates to the level at which 


important decisions are made: 


If the strategic decisions are taken at the upper 
levels of the administrative hierarchy, it is likely 
that political activity at the lower levels will be 
minimal. When significant decisions are made at the 
school level, the staff at that level can expect to 
be exposed to political activity from which they have 
been protected in the past by the administrative 
structure (Miklos, 1973:16). 
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In this study, it appears that plans were formulated for 
centralized control and at the same time to allow for decentralized 
decision-making. The plans formulated at Alberta Education control 
the behavior of planners at the district level and those made at 
central office control the behavior of school administrators. How- 
ever, within the boundaries of control there is the freedom for 
each of the lower levels to make significant decisions for operation- 
alizing the plans. This has the effect of putting the lower levels 
of the bureaucratic structure in the position of having to accept 
and to deal with the political consequences of the plans that were 
formulated at the higher levels. It appears that the plans structured 
the relationships among the three administrative levels and the 
communities so that the political impact of the plans was manifested 
to the greatest extent at the school level and to the least extent 
the provincial level. 

The Alberta Teachers' Association and the Alberta School 
Trustees' Association did not seem to have much political involvement 
in planning for decline. This could be due to the fact that they were 
not invited to participate in the planning either by the district or 
the provincial government or that the concerns of these organizations 


are to protect the welfare of their own members rather than to plan. 
5.4 Methodological Approach to Planning 


In responding to the research question: "What do you think 
are the important components of the planning process?" school 
administrators stated that the following elements were of consequence: 


defining the problem, gathering information, estimating resources, 
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establishing goals, stating objectives and anticipating future 
conditions. 

School district administrators presented two different 
perspectives. One view essentially involved achieving a political 
synthesis between the views of the various pressure groups in the 
external environment and the technical expertise of the planners. 

In the other perspective, ten different components were 
identified. They were: situation assessment, needs assessment, 
gathering information, establishing goals and purposes, identifying 
alternative solutions, relating means to goals, assessing the alter- 
native solutions, evaluating, establishing new goals, creating 
Opportunities for client input, and advising clients so that they can 
implement the plans. 

Government administrators identified a process consisting of 
four major aspects: the technical, the public input, the political 
decisioning and the implementation. 

Although the respondents from the Alberta Teachers' Association 
and the Alberta School Trustees' Association were not actively involved 
in formulating plans for meeting decline they identified the components 
of the planning process. The interviewees from the teachers' 
associations stated that the following components were important: 
diagnosing the problem, predicting what impact the problem will have 
on the various aspects of the operation, anticipating future events 
and determining the level and the nature of the program that the 


government is willing to fund. 
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Representatives from the trustees' association stated the 
process involved understanding the problem, setting direction and 
evaluating. 

The general prescriptive planning model that is found in 
the literature is the rational decision model which had its origins 
in operations research and systems analysis. Although many writers 
have identified different components in the process, the classical 
model consists of various combinations of the following elements: 
diagnosing present conditions and recent trends, assessing needs, 
determining and selecting goals, assessing resources, establishing 
objectives, developing programs, scheduling, evaluating, and revising. 
An elaboration of the components of the process was presented in 
in Chapter 2. 

The 'ideal' models that the respondents presented conformed 
closely with the pure rational models described in the literature. 
However, the actual planning procedures that were used in preparing to 
meet decline appeared to differ from both the classical models and the 
interviewees' own prescriptive on planning models, perhaps with the 
exception of Alberta Education. 

Central office procedure was similar to that at the school 
level in that changes were made on an innovative basis in response to 
changes in the environment. The public and school administrators 
were not involved in the actual development of plans originating from 
central office but it was participatory in the sense that principals 
were encouraged to seek assistance from central office when making 
changes in their schools and the public had the option of presenting 


their concerns to the district at board meetings. 


107 


ane be sta ncfawktg 
wns nivk disagr re ‘wont 


brut oF) tad faite erininta evtigtriagye tx ; _ 
Sipito, Gh bad ap ray (toon robeb aan (ene! toy ay 
Pw Yee a TA ste han abese ye bya, dampen 
foreant 9 et) ,2eeogry “tt ir echt ete 
! peg aval re vo tute 
‘eakane esha pgp an did ebay i 


Hate. Or wa hes aie © a sa 


ied Bs | Oe he & = Awe hs 5: fae % (Nn y os ae) Be i" cilinow, iw soefaa, bos § 
Le ; 
8 ae ‘ WS . ot Cy teas | wit i j is Degg pue a ba ‘ge pres elAl ‘¢&s 


Ta eae i Si ny penn eee, if Sabon hora Fw aru aa fate 


14 pn PVE Met ei Jui 3h tary esturenng nay’) futon. 
eof Sh 2 heb ii is af 2k 


we ATER aye PIC 9 FT 


‘a oun i sive: te bite 
i stint py hy eiate sole Aetna 


if 14 


O! aeanqess wt vheag evi EL icinll fy 9 bem om agwasdy, daily om 


aye" Penn iyeHos ae ae TY 4 oa a isomer tens oy bi 


most peng let yo énata ine Payer oveb | faiidas ania ob wowtount 


v4 


a7) ial feng aehae ots nt wits yf atgang 26 Py dud: mM, . 
wii vom hus gatttn hedigy ent 4 idiots :fewe 49a2 oF 
OTS RBS SE Ve mov YO: SG) Daal t afidig Ho ets ei nenae, ved, CG 2 


dabecs ie twit” Jorriath ody) ‘aes anes: 


108 


The planning process at Alberta Education differed from that 
of both the school and the district. It appeared to be incremental 
and it relied on research to provide the substance of the plans. The 
process was also intertwined with the political philosophy and 
general policy-making strategies that are peculiar to the political 


party in power. 


5.5 The Structure for Planning 
In this study, the participants in planning varied with the 


level of the educational system. At the school level they included 


school administrators, the Home and School executives and members, the 
teachers, the support staff in the schools, the parents of the 
community and resource personnel from outside the school and community 
such as the Alberta Education Cultural Branch and personnel from the 
curriculum and planning departments at central office. Most of these 
people were not officially designated as planners even though they 
did planning tasks nor were they members of a permanent planning 
committee. They can be best described as members of a task force. 

The planning department at central office was the official 
planning unit in that organization. The staff were trained experts 
in planning and were permanent employees of the district. Their 
function was mostly to plan for school facilities and pupil transport- 
ation. When the situation demanded involvement by outsiders, they 
consulted with school administrators and community groups. 

There are planning units at Alberta Education whose function 
is to assist jurisdictions to plan for school construction and to 


formulate plans for generally funding education throughout the 


province. 
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U.N.E.S.C.0. (1970:163) advises that there should be a 
planning unit staffed with specialist personnel (a) to handle 
highly specific tasks of information study and evaluation (b) to 
co-ordinate the various sectors of the educational system and (c) to 
obtain for planning the necessary attention. The planning unit could 
serve this function. 

Although these statements are based on the assumptions that 
educational planning is a national function and that the structure 
for planning is highly centralized, the planning unit could conceivably 
be an institution at each level of a decentralized educational system 
such as that of Alberta. 

Miklos and Bourgette (1972:155-158) identify four ideal 


characteristics of planning structures. 


1. Planning should take place at all system levels. 

Although certain types of planning might require particular 
types of expertise which might best be performed by experts in plan- 
ning units, the structure for planning must allow planning to be 
dispersed throughout the national, local, regional and institutional 
levels. The planners should include students and parents, elected 
officials and community workers, business people, trustees and tax- 
payers. 


2. Planning must be closely tied to the overall management of a 
system. 


There must be links vertically connecting each level of the 
structure so that planning throughout the system can be coordinated. 
In addition planning must be tied to all the horizontal decision-making 


structures in an organization. 
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3. At the macro-level, educational planning should be coordinated 


with general social and economic planning. 
“Planning structures should provide for the necessary com- 
munication and coordination among various planning agencies, particu- 
larly at the government level because of the interdependent nature 
of services, limits on resources and the need for priorities" (pp. 157- 
158) 


4. The institutionalization of planning within a system will 


require adjustments in existing structures and processes. | 
"Planning structures must be designed and adjusted to particu- 
lar settings in accordance with what appear to be the most promisjng 
ways for initiating more deliberate, rational planning activities. 
It may be necessary to introduce new structures and practices which 


will force existing patterns to change" (pp. 158-159). 


Some generalizations about the nature of the planning structure 
in Alberta can be made if the data from this study are compared to the 
characteristics of planning structures as described in the literature. 

Planning activities took place at all system levels. It 
appeared that in general planning was the responsibility of the entire 
administration of the educational system who consulted with people from 
various outside agencies. The public appeared to be involved mostly 
at the school level and least of all at the provincial level. A 
possible reason for this is that the bureacracy of governments is more 
complex than that of the schools and does not lend itself to widespread 
public involvement. 

There appeared to be a lack of coordination among the vertical 


levels of the planning structure. The absence of continuous and worthwhile 


| _ fi an ven ve ss 
ren t | 
? Jer f " 
 Heom witigg oF i tae ridy w-boned bri mae: 
onhwagia weston tT, Hvsth rat =o pvetohs int 
bon iG. BaV s Wige ven aye sn * Wisteosen 
(OT =A, aay spina ite nt bg ontae od sy a 
RATS GiB) a wba ‘aa ant, a a ohaatta oeerag wo an 
th ot Mute eFNG ih % Naat ge 2" ie ~ | + agi * bem ag Wes : 
IT SDL Md vf hedt yes tid 28 ae ai be i 
. cae . sar Te iad At Oe, ae |e 


Stet evened fe, de canes leo eat tbee: onan: 
tm tik amit 


VELA GAS ep vv 


Pe leet 2neRtiry ae om by ham "4 
si aA Wa emigeh rs) ON i Fonte i. bit ta 
Aveta ia 5 iy, ; oad i sa oS ites 
a, er OD igs sy. ad ‘ot rane 6 Ken 
wan 5 taal FieGaivdia att ¥é hs fy sent Sie | 


¥ 


i mein! " ‘er: Net: utd debate 2 pies a 
i ge ite a 


Hoacset abt ad a Ge a % 13 
SRS # bars Bf a ‘ben 3 hos iota ene 


Wd 


contact between the government, the district and the schools seemed 
to cause considerable difficulty in dovetailing some of the proposals 
generated by each level. It appeared that the various planning 
agencies were working in isolation from one another, and the weak 
relationships seemed to aggravate the mutual distrust between the 
provincial government and the district and between central office and 
some of the schools in the sample. 

There did not appear to be any attempt by the provincial 
planners to co-ordinate educational planning with general social and 
economic planning. 

Central office planners and most of the principals in the 
Sample were working to expand the concept of the community school and 
to integrate services like day care centers into the school. They 
were also working with the city parks and recreation and the Alberta 
Cultural Branch to extend the adult education and recreation programs. 

Strong interest was expressed by central office in introducing 
a new educational structure into the district that would be similar to 
the Dawe Centre in Red Deer. This facility combines community services 
such as a library, a health center, and a church with school facilities. 
The center is a cultural, health, educational center for the community. 
It is administered by the public and separate boards and the city 


council, and managed by a center manager and a principal. 


5.6 The Impact of the Plans 
The school administrators expressed a variety of concerns 
that should be taken into account when planning for declining enrol- 


ment. Making qualitative improvements in education under the 
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conditions of economic restraint appeared to be the most challenging 
one. It was difficult to maintain and to improve programs in the 
school and to give the children the opportunity to have varied career- 
related experiences. These problems were partly due to the presence 
of inadequate or inappropriate physical facilities for supporting 
diverse programs and partly caused by the increased difficulty of 
bringing teachers into the school who had special extra-curricular and 
vocational skills. 

Principals stated that there were problems with organizing 
staff which had the potential for causing the best staff to leave the 
school in search of better working conditions. These included having 
to request teachers to teach out of their area of expertise and to 
teach split grades, and the problem of low staff morale which was 
related to job security. 

The teachers had similar concerns of job security, working 
conditions and improving the quality of education. 

Because school district administrators conceptualized 
declining enrolment as not only a school system problem but also as 
a community problem, they expressed the concern that the public must 
be made to understand that as enrolment declines educational services 
will decline. Another concern associated with community relations 
that needed to be planned for was the problem of reconciling public 
resistance to school closure with their intolerance to busing unless 
jt was temporary or unless the children went to other schools. 

The fact that small schools were more expensive to operate 
complicated the problem of improving the quality of education. Once 


programs were phased out due to a lack of students to support them, 
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it was difficult to get them back and there was danger of losing the 
school. Small schools posed problems with staffing arrangements 
because it was more difficult to balance the required number of 
teachers and specialist personnel with the programs and students in 
the school. 

Finally, central office administrators were concerned about 
creating conditions that promoted more cooperation among the public 
and separate school boards and community agencies to avoid the waste 
caused by duplicating facilities. 

Planning is charged with the task of bringing 

about change within the educational system, 

and with developing programs which are more 

closely related to the needs of students and 


society (Miklos, 1972:36). 


In order to have impact on actual educational practices, the 


concerns of the administrators and teachers need to be translated 
into operational programs at the local level. 

The challenge of making qualitative improvement appeared to 
be reflected in the plans at the school level. There was an overal] 
increase in the variety of programs available throughout the district, 
with the emphasis placed on foreign languages and fine arts, and the 
core subjects. Even though all these programs were not available at 
every school, the open boundary system facilitated the parents choice 
of sending their children to those schools where they believed they 
could obtain the best education. 

While promoting the use of school facilities by community 
groups makes use of surplus space and assists with preventing school 
closure it may also have some very positive effects on the schools 


and society in general. Public relations between the community and 
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the school may be improved, and parents may be more willing to donate 
their time and energy to extra-curricular activities within the 
schools. A by-product may also be that parents are more supportive 
of administrators and teachers because they are more openly exposed 
to the administrative problems within the school. This was in fact 
the case at Lansdowne, Malmo and Virginia Park. 

In recent years there has been an increased interest in 
extended education or community education programs which not only 
serve to meet the broader educational demands of society but also 
aid people to make productive use of their leisure time. The adult 
education programs operating in some of the schools in the sample 
are examples of a response to this need. 

Attempts to overcome the staffing problems were manifested 
in both the plans and the planning processes. Most principals stated 
that they consulted with their teachers before assigning them split 
grades or teaching responsibilities outside of their area of expertise 
in an effort to provide for opportunities that would offer them the 
most job satisfaction. 

It appears that district administrators were not very 
effective in formulating plans to improve community relations or 
relations with school principals. Even though they were of the 
philosophy that the problems resulting from contraction must be shared 
by the schools, the district and the provincial government, they 
clearly stated that it was the responsibility of the school adminis- 
trators to plan for solutions for dealing with the problem. The 


insecurity created because of the threat of school closure had the 
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effect of pitting school community against school community in a 
competition for students. 

In an effort to promote inter-agency cooperation in the use 
of facilities, the Chairman of the Board and central office adminis- 
trators held meetings with city aldermen, the superintendent of the 
separate school board and community agencies. The outcomes of these 


meetings were not known at the time of data collection. 
5.7 Chapter Summary 


A critical assessment of the research findings was presented 
in this chapter according to the following six dimensions: the 
character of the plans, the normative basis of planning, the politics 
of planning, the methodological approach to planning, the structure 
for planning, and the impact of the plans. 


By attempting to provide both an operational and an ideational 


frame of reference some aspects of the theory-practice gap were 
highlighted. The theoretical planning models in the literature are 
assumed to be generally applicable at all times, in all places and 
under all circumstances. The data in this study indicate that 

school administrators made little use of the rational models when 
planning within their own organizations even though they were aware 
of what these models entail. Perhaps the inadequacy of these models 
is that there are no value or political components and that they do 
not adequately deal with the process of change or issues of conflict. 
Nor is there any provision for client participation in the planning 


process. 
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CHAPTER 6 
CONCLUSIONS 


6.1 Purpose of the Study 
The purpose of this study was to describe how the planning to 
meet the challenge of declining enrolment was carried out in the Edmonton 
Public School district. Answers to the following research questions 
were sought. 
1. What specific plans for adjusting to reduced enrolments 
were established or were being developed in each of the 
following operational areas: school program, pupil personnel, 
Staff personnel, community relations, physical facilities 
and management? 
2. What planning preceded these decisions? 
3. What objectives were considered in developing these plans? 
4. Upon what criteria were these plans based? 
5. Who had the major responsibility for developing these 
plans? 
6. What processes were used to arrive at these plans? 
7. What factors were operating to constrain the planning 
process? 
8. What were the concerns of the provincial government, the 
school district, and the schools regarding declining enrolment? 
9. How did planning for expansion differ from planning for 
contraction? 


10. What were important components of the planning process? 
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A selected sample of twenty-six people was chosen to be 
respondents. They were members from Alberta Education, the Central 
Office of the Edmonton Public School District, eight schools in the 
district experiencing declining enrolment, the Alberta Teachers' 
Association (provincial and local), and the Alberta School Trustees’ 
Association. The Chairman of the Board, and a former administrator 
from central office were also selected. Ail the respondents were 
involved with planning activities within their own Organizations, even 
though some were not officially designated as planners. 

The instrument used for data collection was an interview 
schedule. The questions were related to the six operational areas 
of educational administration as identified by Miklos (1975). The 
instrument was given to each of the respondents, and then followed up 


by a face-to-face, tape-recorded interview. 
6.2 Summary of the Findings 


Specific Plans or Decisions 


At the school level, the decision in school program was to add 


or to remove subject offerings depending on the degree of student and 


community support. In pupil personnel it was to adjust services such 


as library and counselling services if the students needed them. The 
change in staff personnel was to organize the staff to avoid split 
grades and to allow teachers to teach in their own area of expertise. 


If there was surplus staff, then the school board policy guidelines 


for redundant staff were applied. For community relations, it was 


to keep the channels of communication open and to insure community 


support for the school. The adjustment in physical facilities was to 
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provide existing school space for implementing new programs or to make 
renovations so that the space would be more suitable for the community 
groups wishing to use it. Finally, in management, the activities were 
to prevent school closure. 

At the district level, the change in school program was to 
implement new programs in schools that were losing students. Declining 
enrolment did not affect pupil personnel services. The district policy 
for staff personnel was that no teacher in the system shall be 
unemployed because of declining enrolment. There was no formal plan 
for community relations. In physical facilities the action was to 
find an alternative use for surplus space. The decision in manage- 
ment was to have principals make adjustment to decline at the school 
level. 

Alberta Education had five specific financial plans for 
assisting school districts to cope with the problems created by 


contraction. 


Initial Activities 

The planning that preceded the adjustments at the school 
level ranged from consultation between principals and staff to develop 
plans for reorganizing the school to mobilizing community support to 
keep the school open. 

At the district level enrolment trends were analyzed and the 
figures were given to school administrators for use in planning at the 
school level. 

Alberta Education had Woods, Gordon and Company do a study on 


school] facility planning prior to the formulation of their financial plans. 
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Objectives 

The objectives at the school level focused on maintaining 
the quality of education and keeping the neighborhood school open. 
Three categories of objectives were identified at the district level: 
those concerned with the relationship between central office and the 
principals, those dealing with the relationship between the public 
and central office and those concerning central office and the system 
in general. 

The objectives of the plans developed by Alberta Education 
centered on forcing local jurisdictions to take more responsibility 


for schoo | construction. 


Criteria 

The rationale underlying the school level changes appeared 
to be based upon creating conditions for optimum job satisfaction for 
teachers and the best possible learning conditions for students, in 
Spite of the problems imposed by decline. 

The district level adjustments appeared to be based upon the 
rationale of using surplus space in the district in order to obtain 
the maximum amount of government funding for new school construction. 

At Alberta Education the rationale was to limit new school 


construction and to efficiently use the existing space in the province. 


Participants 


The planners at the school level were the principal, the 
teachers and community members. At the district level they were 
mainly the members of the planning department. The planners at Alberta 


Education were government employees who consulted with various experts 
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from the University of Alberta and consulting firms. 


Processes, Procedures 

The planning process at both the school and the district 
level appeared to differ from the classical rational models found in 
the literature. At the school level it was a process of participatory 


consultation among principals, teachers and community members, and 


was similar to the district level in that it appeared to be innovative. 


At Alberta Education, the process appeared to be incremental in nature 


and relied on research to provide substance to the plans. 


Constraints 
At the school and the district levels, the major constraints 
inhibiting the planning process appeared to be political and economic 


while at the provincial level the main constraint was political. 


Concerns of Provincial Government, School District and Schools 


No data on the concerns of Alberta Education were collected. 
At the school level the concerns of the principals were related to 
making qualitative improvements in education under conditions of 
economic restraint. School administrators identified the concerns of 
their teachers to be job security and working conditions. The major 
concerns of school district administrators appeared to be improving 
community relations, improving the quality of education and making 


efficient use of physical facilities. 


Planning for Expansion and Planning for Contraction 


Administrators at all three levels and personnel from the 


Alberta Teachers' Association (provincial and local) and the Alberta 
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School Trustees' Association all perceived the process of planning for 
contraction to be the same as planning for expansion. They stated 


that only the problems were different. 


Components of the Planning Process 


School level administrators stated that the important 
components of the planning process included defining the problem, 
gathering information, estimating resources, establishing goals, 
stating objectives and anticipating future conditions. 

School district administrators identified two different 
perspectives on planning. The first one involved achieving a political 
synthesis between the views of the various pressure groups in the 
external environment and the technical expertise of the planners. 

The second one was composed of the following ten components: situation 
assessment, needs assessment, gathering information, establishing goals 
and purposes, identifying alternative solutions, relating means to 
goals, assessing the alternative solutions, evaluating, establishing 
new goals, creating opportunities for client input and advising clients 
so they can implement the plans. Government administrators identified 
a planning process consisting of four major aspects: the technical, 


the public input, the political decisioning and the implementation. 


6.3 Implications for Practice 
The Principal 

The results of this study led to some implications for prac- 
ticing school administrators. Because of the rapid changes in our 


society, especially the demographic factors which cause enrolment 
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shifts, the importance of preparing for the immediate future is 
underscored. There appears to be a need for emphasizing innovativeness 
and short-range planning to produce alternatives that are appropriate for 
meeting crisis situations. Due to changing circumstances, the principal 
may find that the plans that were proposed in June are not appropriate 
for the following September; therefore, there appears to be a need to 
develop skills for making contingency plans. Principals could also 
ensure that there is public involvement in planning at the school level 
by inviting community members to participate in drafting the plans. 
Central Office 

It was found that some planning for school facilities, staff and 
pupil personnel services was taking place in central office. But there 
appeared to be lack of coordination or integration among the departments 
responsible for each of these functions, therefore, there appears to be a 
need for planners at this level to develop means for increasing 
interorganizational collaboration. 

Plans which reflect the concerns of the principals, teachers, 
students and communities need to be worked out. Consultation models for 
client input which bring planning closer to the "grass roots" level 
should be explored. Central office administrators should organize school 
principals throughout the district so that uniform plans for all the 
schools can be made 
Alberta Education 

Alberta Education appeared to place priority on financial 
planning and planning school facilities. Perhaps some aspects of 
manpower planning need to be given attention in order to prepare in 


advance for possible teacher surpluses either within the province as a 
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whole or in particular speciality areas. Government administration could 
also insure that the plans at each vertical level of the administrative 
structure are formulated upon political, social, technical and economic 
bases so the solution to planning problems in the schools, the district 
and the government can be properly coordinated. 

Finally, there should be a more conscious deliberate attempt to 
plan by all three levels of administrative structure to ensure that there 
are means available for coping with changing circumstances. 

6.4 Implications for Theory 

The results of the study indicate that existing theory 
inadequately describes how planning actually takes place. The rational 
models describe planning as an orderly linear progression of sequential 
steps towards goal accomplishment. In this study, it was found that 
politics and the values of administrators and various client groups 
played a more important role in planning than the rational models would 
seem tO suggest. 

Future planning theories need to be based upon emprical findings 
so that they do not appear as a formula that is imposed upon the 
organization and a pattern to which planners must adapt. They should be 
less global and more specifically related to a particular type of 
planning structure and to the nature of the planning that takes place 
within that organization. 

The current planning models have a rationale bias which assumes 
that planners have enough information and resources to make comprehensive 
plans. This study indicated that planners proceeds in an incremental 


fashion planning for specific problems as they arise. 
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6.5 Recommendations for Further Research 

More exploratory studies like this one need to be done so that 
comparisons can be made. There is a need for more knowledge of the scope 
of planning, the major variables influencing planning and the settings in 
which planning occurs. The insights obtained through a comprative 
analysis of similar cases can be useful for formulating hypothesis for 
more definitive investigations. 

Further studies could focus on such themes as how the normative 
basis of planning, the methodological approach to planning, the politics 
of planning and planning structures influence the planning process and 


outcomes. Perhaps these studies could take the form of survey research. 
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List of Interviewees 


Alberta Education 
Dr. Duke - Director of Finance, Statistics and Legislation 
Dr. Fenske - Director of Planning and Research 


Dr. Hathaway - Associate Director of Policy and Planning, School 
Buildings Branch 


Dr. Kulba - Director for School Buildings Branch 


Edmonton Public School District 
Mr. Baker - Associate Superintendent 
Mr. Dosdall - Associate Superintendent 


Dr. Grierson - Director of Special Services 


Mr. Lukaweskey - Director of Instructional and Administrative Staff 


Dr. Massey - Chairman of the Board 

Mr. Perry - Assistant Superintendent 

Mr. Rempel - Director of Personnel Records 

Dr. Smith - Director of Planning and Accommodation 


Mr. Strembitsky - Superintendent of Schools 


School Princinals 

Mr. Day - Kenilworth 

Mr. Homeniuk - North Edmonton 
Mr. Loewen - McNally 

Mr. Loomis - Lansdowne 

Mr. Lummis - McKernan 

Mr. McCormick - Malmo 


Mr. Muirhead - Cromdale, Virginia Park 
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Mr. Radcliff - Spruce Avenue 

Mr. Tobert - former Central Office administrator 
Alberta Teachers' Association (provincial) 

Dr. Bride - Coordinator of Professional Development 


Dr. Keeler - Executive Secretary 


Alberta Teachers' Association (local) 


Mr. McLearn - president 


Alberta School Trustees' Association 


Dr. Tymko - Director of Educational Services 
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Interview Schedule - A.S.T.A. 


Please answer the following questions relating to the plans that 


you have for meeting the changes resulting from declining enrolments 


and the planning processes that you are using to deal with those changes. 


ie 


Tes 


Wi4e 


What has been your role in planning for declining enrolments in 
the Edmonton Public School District? 


What are the concerns of the Alberta School Trustee's Association 


regarding declining enrolments? 


What do you perceive to be the concerns of the teachers 
regarding declining enrolments? 


Will there be a surplus teaching force in the Edmonton Public 
School District? 


In the event of a surplus, what plans are there for dealing with 


a surplus staff? 

Was the A.S.T.A. consulted in planning staff requirements? 

How (by what process or procedure) were these plans arrived at? 
Upon what criteria or priorities were these plans based? 


Were any obstacles to the planning process encountered? If so, 
what were they and which groups were involved? How were these 


obstacles overcome? 


Do you regard planning for expansion different from planning 


for contraction: If so, in what way? 


What do you regard as the important elements of the planning 


process? 


Is there any matter regarding planning for declining enrolments 


that I did not cover? 
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Interview Schedule - A.T.A. (provincial and local) 


Please answer the following questions relating to the plans 


that you have for meeting the changes resulting from declining 


enrolments and the planning processes that you are using to deal with 


those changes. 


ie 


Le 


What has been your role in planning for declining enrolments in 
the Edmonton Public School District? 


What are the concerns of the Alberta Teachers' Association 
regarding declining enrolments? 


What do you perceive to be the concerns of the teachers 
regarding enrolments? 


Will there be a surplus teaching force in the Edmonton Public School 


District? 


In the event of a surplus, what plans are there for dealing with 


a surplus staff? 

Who planned staffing requirements? 

Was the A.T.A. consulted in planning staff requirements? 

How (by what process or procedure) were these plans arrived at? 
Upon what criteria or priorities were these plans based? 


Were any obstacles to the planning process encountered? If so, 
what were they and which groups were involved? How were these 


obstacles overcome? 


Has declining enrolments affected salary negotiations? If so, in 


what way? 
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Do you regard planning for expansion different from planning for 
contraction? If so, in what way? 


What do you regard as the important elements of the planning 
process? 


Is there any matter regarding planning for declining enrolments 
that I did not cover? 
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Interview Schedule - Central Office 


Please answer the following questions relating to the plans 


that you have for meeting the changes resulting from declining enrol- 


ments and the planning processes that you are using to deal with 


those changes. 


What has been your role in planning for declining enrolments 


in the Edmonton Public School District? 


I. SCHOOL PROGRAM 


ie 


ip 


Has it been necessary to change the quantity and variety of 
school programs since enrolments have begun to decline? If 


SO in what way? 

What process or procedure did you use to develop these plans? 
Upon what criteria or priorities are these plans based? 

Who was involved in formulating these plans? 


Were any obstacles to the planning process encountered? If 
So what were they, and which groups were involved? How were 


these obstacles overcome? 


PUPIL PERSONNEL 


What plans have been made for the continued provision of 
special services for pupils (i.e. reading specialists) since 


enrolments have begun to decline? 
What process or procedure did you use to develop these plans? 


Upon what criteria or priorities are these plans based? 
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4. Who was involved in formulating these plans? 


5. Were any obstacles to the planning process encountered? If 
SO what were they and which groups were involved? How were 


these obstacles overcome? 
III. STAFF PERSONNEL 
1. What are the projections for future teaching staff needs? 
2. How were these projections determined? 
3. What are the projections for future administrative staff needs? 
4. How were these projections determined? 
5. Who is involved in planning staff requirements? 


6. In the event of a surplus, are there any plans to deal with 


a surplus staff? 
7. What process or procedure did you use to develop these plans? 
8. Upon what criteria or priorities are these plans based? 


9. Were any obstacles to the planning process encountered? If 
so what were they and which groups were involved? How were 


these obstacles overcome? 
10. What do you perceive to be the concerns of the teachers 
regarding declining enrolment? 
DVey APHYSIGALS EAC TELULES 
1. In the event of redundant school space, what plans are there? 


2. Who is involved in planning the use of surplus school space? 
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3. What process or procedure did you use to develop these plans? 
4. Upon what criteria or priorities are these plans based? 


5. Were any obstacles to the planning process encountered? If 
SO, what were they, and which groups were involved? How were 


these obstacles overcome? 


COMMUNITY RELATIONS 
1. Has the public responded to any of the planning that has been 


done? If so, in what way? 


2. Has the public been involved in any of the planning that has 


been done? If so, in what way? 


MANAGEMENT 
1. What plans have been made for organizing students so that 
they can be taught and be given special services at an 


economical unit cost? 


2. Have any plans been made for changes in the financing of 


schools? If so, what are they? 
3. Who is involved in the financial planning of schools? 
4. Upon what criteria or priorities are these plans based? 


5. Were any obstacles to the planning process encountered? If 
so, what were they and which groups were involved? How were 
these obstacles overcome? 
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Please answer the following questions: 


Ll. 


As an executive officer what are your concerns with regards to 


declining enrolment? 


What do you perceive your board's concerns to be regarding 


declining enrolment? 


Do you regard planning for expansion different from planning for 


contraction? If so, in what way? 


What do you regard as the important elements of the planning process? 
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Interview Schedule - Alberta Education 


Please answer the following questions relating to the plans 


you have for meeting the changes resulting from declining enrolments 


and the planning processes you are using to deal with those changes. 


What has been your role in planning for declining enrolments? 
What are the projections for future staff needs in Alberta? 
How were these projections determined? 


What plans have been made for the re-distribution of financial 
resources since enrolments have begun to decline? 


What were the priorities upon which these plans were based? 


Were other agencies involved in the financial planning for declining 


enrolments? 


If other agencies were involved in the financial planning, how 


were they involved? 


What plans have been made regarding the use of redundant school 


Space? 
Who was involved in planning the use of surplus school space? 
What process or procedure did you use to develop these plans? 


What are the criteria or priorities upon which the use of redundant 


school space is based? 


Were any obstacles to the planning process encountered? If so, 
what were they and which groups were involved? How were these 


obstacles overcome? 


Has the public responded to any of the planning that has been 
done? If so in what way? 
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Have professional educators been involved in any of the planning 
that has been done? If so in what way? 


Has the public been involved in any of the planning that has been 
done? If so, in what way? 


What do you regard as the important elements of the planning 
process? 


Do you regard planning for expansion different from planning for 
contraction? If so, in what way? 


Is there any matter regarding planning for declining enrolments 
that I did not cover? 
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Interview Schedule - School Administrators 


Would you please answer the following questions relating to 
the plans you have for meeting the changes resulting from declining 
enrolment and the planning processes you are using to deal with these 
changes? 

What planning activities have you been engaged in regarding 


declining enrolments? What has been your role in these activities? 


IT. SCHOOL PROGRAM 
1. Has it been necessary to change the quantity and variety of 


school programs since enrolments have begun to decline? 


2. What plans have been made for the adjustment of school programs 


to take into account a decreased student population? 
3. What process or procedure did you use to develop these plans? 
4. Upon what criteria or priorities are these plans based? 
5. Who was involved in formulating these plans? 
6. Were any obstacles to the planning process encountered? If 


SO, what were they and which groups were involved? 


bis PUPIL, PERSONNEL 
1. What plans have been made for the continued provision of 
special services for pupils (e.g., reading specialists) since 


enrolments have begun to decline? 
2. What process or procedure did you use to develop these plans? 
3. Upon what criteria or priorities are these plans based? 


4. Who was involved in formulating these plans? 
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5. Were any obstacles to the planning process encountered? If so, 


what were they and which groups were involved? 


III. STAFF PERSONNEL 
1. What are the projections for future staff requirements for your 


schools? 
2. How were these projections determined? 


3. In the event of a surplus, are there any plans to deal with 


Surplus staff? 
4. What process or procedure did you use to develop those plans? 


5. Who is involved in planning the allocation of staff for your 


school? 
6. Upon what criteria or priorities are these plans based? 


7. Were any obstacles to the planning process encountered? If so, 


what were they and which groups were involved? 


8. Have your responsibilities as school principal changed since 


enrolments have begun to decline? If so, how? 


9. Have the responsibilities of your teachers changed since 


enrolments have begun to decline? If so, how? 


IV. PHYSICAL FACILITIES 
1. In the event of redundant school space, what plans have been 


made? 


2. Who was involved in planning the use of surplus school space? 
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What process or procedure did you use to develop these plans? 
Upon what criteria or priorities are these plans based? 


Were any obstacles to the planning process encountered? If so, 


what were they, and which groups were involved? 


V. COMMUNITY RELATIONS 


ie 


Has the public responded to any of the planning that has been 


done? If so, in what way? 


2. Have members of other educational agencies responded to the 
planning that has been done? If so, how? 

3. Has the public been involved in any of the planning that has 
been done? If so, in what way? 

VI. MANAGEMENT 

1. What plans have been made for organizing students so that they 
can be taught and be given special services at an economical 
unit cost? 

2. Have any plans been made for changes in the financing of your 
school? If so, what are they? 

KE Re KEK CRICK ea, 

1. As school principal, what are your concerns regarding declining 
enrolment? 

2. What do you perceive your staff's concerns to be regarding 


declining enrolment? 
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Do you regard planning for contraction different from planning 


for expansion? If so, in what way? 


What do you regard as the important elements of the planning 


process? 
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January 24, 1980 


Dear Interviewee, 


Enclosed is a copy of the questions that are appropriate for 
obtaining the data that are necessary for my thesis. 


I realize that you may not have information on all of the questions 
asked. Could you please identify the ones that you are knowledgeable 
about, and we will discuss those questions during our interview? 


I would also appreciate it if you would suggest who | could 
contact so that I can acquire a complete set of data. 


Thank you. 


Sincerely, 


Andrée Almeida 
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